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PHOTO DEPARTMENT ORGANIZATION,
ITS RELATIONSHIP TO VISUAL CONTENT

A MASTER'S PROFESSIONAL PROJECT REPORT

PREFACE:
PHOTOJOURNALISM AS AN EMPHASIS.

It was an easy choice I faced when I enrolled in the photojournalism emphasis at the
Missouri School of Journalism. As a writer-turned-photographer from La Nacion -Costa
Rica’s largest paper- I had no place to get the technical or professional knowledge I needed to
work as a photojournalist for my paper. Documentary photography tradition in Costa Rica is
in its early stages and I could only learn so much from my coworkers and experience alone.
Following the editor-in-chief's advice and recommendation, I went ahead and applied for this
master’s program. [ was accepted.

As part of the application process for the master’s program, [ wrote an essay in which
I mentioned that, with this degree, I hoped to learn how to develop a visual vocabulary that
allowed me to tell stories with pictures; I wanted to be able to create images with the same
skill and ease that a novelist or a poet uses words to create sentences. In brief, I wanted to
become a better documentary photographer.

I also wrote about my interest in returning to Costa Rica and becoming a university
instructor, I wrote about my intentions of teaching journalism students back in my country
about news photography; teach to those who want to become photojournalists and those who
want to become writers alike. T believe that photojournalism instruction should not be limited
only to those interested in pursuing a career in news photography. Every aspiring journalist
should learn about the elements of great news images.

In that same essay, I wrote about hoping to gain the knowledge and work with other
journalists at La Nacién in improving our visual reporting resources.

During the two year program I learned a new concept that, until then, was foreign to
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me: visual journalism. This idea suggests that combining art and journalism intelligently can

produce a better way to deliver news to our audience. Photography, illustration, graphic
design all comes together in hopes of making news more appealing to readers.

Before enrolling in the graduate program I strongly believed that original, creative
photography had little or no place in newspapers. In my experience, word and visual
journalists constantly clash, each side arguing that some do not respect the value of other’s
work. Visual journalists would usually be the ones loosing those battles.

Reasons behind these antagonistic relationships lie perhaps in lack of understanding
between visual and non-visual journalists’ role in the newsroom. The classes that I took as
part of the master’s program helped me understand why these arguments happen. Literature
suggests that antagonistic relationships of this sort are a byproduct of old-fashioned
newsroom management strategies, where journalists work not as teams but as line
assemblymen producing pieces of a bigger puzzle. Journalists that do not work together
usually produce below-average stories with human resource being wasted as a side effect.

My master’s professional project explores the work routines of a contemporary news
organization’s photography department. One that promotes visual journalism as a way (o
attract readers with compelling content. Working for and doing a case study on the Hartford
Courant has helped me discover a few general guidelines that successful, visually-oriented
newspapers follow to create and maintain a newsroom culture that supports this philosophy.

I hope to use the knowledge -both from the professional project experience and the
two-year master’s program- back at La Nacion to help our paper become better at visual
reporting and photo usage. I plan to adapt the general newsroom management guidelines
from newspapers like the Courant to our specific needs at La Nacion. Ours is a newspaper
that is committed to always improving its reporting and overall quality. I hope to contribute
with that commitment when I share what I've learned and work with our photo staff to
modernize our department.

I believe that strong visuals in our paper can attract new readers that otherwise would

never be compelled to pick up a copy of La Nacion. I believe that our staff has very talented
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photographers, but we have yet to take advantage of this great human resource. | believe that I

can help visual and non-visual journalists at La Nacién by teaching them the value of

teamwork for producing integrated news packages.




INTRODUCTION
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It is no secret for the newspaper industry that there is a steady decrease in readership

and subscription base in the last few years. Now more than ever, editors in conjunction with
newspaper managers are trying to come up with new ways to attract readers and advertisers.
For both newspaper managers and editors it has become clear now more than ever that
delivering a good product, a product that is valuable to the reader will increase readership
and advertising sales.

In the editorial side of the newspaper business, good content 1s a result of teamwork.
“The days of the lone journalist are a thing of the past,” as author Daryl Moen refers to the
changing organizational schemes in contemporary newspaper management. Since the early
70s, newspaper editors have experimented using a team approach to tackle with the task of
gathering and publishing the news.

Studies done in newspaper organization in the 1970°s have found that the way a
newsroom is organized directly affects the outcome of the editorial product. Researchers like
Herbert Gans, Gaye Tuchman, Mark Fishman and Edward J. Epstein have all explored this
topic the found that organizational routines largely determine the content of the news product
and therefore the way the world is made known through the news.

Now more than ever, newspaper editors are relying more on good photography,
attractive and explanatory info graphics and appealing newspaper design to attract reader’s
attention in an increasingly saturated information arena. Newspapers have to compete with
more visual mediums like television and multimedia forms _such as the World Wide Web- for
the audience attention. It is no surprise that the newspaper is slowly turning into a visual
medium in itself.

Newspapers in the United States have relied on visual journalism as an attempt to
attract more readers with thoughtful designs, appealing photography and content-rich info
graphics.

The story is different for newspapers in Central America. News organizations in this

region are stuck in the newspaper past, still practicing the traditional vertical newsroom
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management style, which has been demonstrated to be an obstacle for producing news

packages that best serve the reader.

I’ve been working for Diario La Nacion, Costa Rica’s largest daily, for the past five
years as a reporter, web producer and photojournalist. In 1999, this newspaper gave me a
scholarship to pursue a graduate degree in photojournalism in the United States. After
completing this program, I will return to Costa Rica and continue to work for La Nacién.

La Nacién currently is organized in a vertical fashion, where decisions fall from the
top mewsroom management positions to department heads. Each department then produces
individual pieces of a puzzle that are put together late at night by designers and the city
editors. This traditional style is a barrier to successful communication with the reader. A
newspaper editorial product done in this fashion fails to take advantage of the synergy of
reporters, editors, photographers, artists and designers. The traditional newsroom
organization fails in the end to convert data to understanding for the reader. (Moen, 2000)

The research component of my master’s project will attempt to study how a particular
set of routines in the photo department directly affects the quality of visuals in a newspaper.
A case study on a newspaper known for their excellent use of photography will be used to
explain this fact through the examination of their work methods, their routines to produce
news, and their organizational structure. The case study will help understand how the photo
department organizes internally to handle daily photo assignments, and at the same tme
produce more in-depth photo projects to be published on a regular basis. The study will
examine all work relations established by the photo department with editorial and design
departments when there are photo-driven projects in the making.

With this project I hope to gain insights in how I, as a future staff photographer for
La Nacion, can help to improve our overall photo use in our paper.

The results of this research component, in conjunction with my professional project
will give me a solid understanding of the contemporary approach to team news making and
visual journalism. The experience gained can be used to aid in the process of modernization

of La Nacién’s news production schemes on visuals. This project will also help our




newspaper’s photo department to contribute with better visual reporting.

In the literature review for my rescarch component, I've learned that journalists and
news organizations use routines to tackle the unpredictable task of gathering news. And since
routines can affect both the way news i produced and presented, I consider important Lo
study how a paper known for its quality in visuals works to report, create and present news
stories to its readers, as an model for other newspapers to follow.

This master’s professional project report was written following the premise that
newsroom routines at specific papers can be studied to later be adapted and applied to other

news operations that wish to improve in areas where other papers excel .




PROFESSIONAL COMPONENT
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At the Missouri School of Journalism’s photojournalism sequence, students are

taught about the value of storytelling images for newspapers and documentaries, The
program of studies requires students to apply this knowledge at the Columbia Missourian, as
they try to work in teams with other students at the newsroom in a real-case scenario.

This was my first experience working for an American newspaper. It was a far
different feeling than it was working for La Nacién in Costa Rica, the paper I've worked since
1994 first as a writer and later as a photographer. At the Missourian there is an atmosphere
that is suitable for experimentation, for calculated risk and for innovation. The Missourian
also allocates different value to the visual elements of print journalism. Photos, info graphics
and newspaper design are all considered content just as textin a story is seen as content.
Doing internships at two American newspapers, the Press Journal in Vero Beach, FL and
The Hartford Courant in Hartford, CT, confirmed to me that this fact happens more olten
than not in American newspapers.

Visuals at La Nacion were seen until very recently more as accessory elements of
newspaper design rather than providers of content. Photos were arbitrarily selected, paired
and cropped by copy editors or designers with no supervision from the photo department.
But these days, La Nacién has seen the need for change. A slow but steady drop in
readership in the last few years has made editors at the paper seek out ways to attract new
readers. What was once a gray and dull-looking paper, is now trying to be more visual. Info
graphics have had more play the in the last two years. A redesign was recently introduced in
August of 2001. Top editors have seen the need to train the newsroom staff in wvisual
journalism.

My graduate studies at the Missouri School of Journalism are a direct result of this
change. I see my responsibility as a staff member of this newspaper to learn as much as I can
about visual journalism so I can take back this knowledge and share it with fellow reporters
and photographers at La Nacién.

Being here at the School of Journalism has taught me how to improve my visual

vocabularv. I've learned how to effectively tell stories with pictures. I've learned the
¥ ¥ F
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importance of teamwork between departments in the newsroom. 've seen how valuable it is

for designers to appreciate photography and text, for photographers to respect text and
design, and for writers (o sce the value in photos and layout.

The professional component of my final project has allowed me to observe firsthand
how other American newspapers work to produce visually-driven conient. While working on
the professional component at The Hartford Courant for 13 weeks, I observed how The
Clourant sees their operation in terms of news gathering and news presentation, meaning that
they consider presentation as important as content.

Being a part of The Courant photo staff gave me a practical, working knowledge of
what routines contribute in improving visual coverage and picture usage in newspaper layout
for a large American daily. As an intern, 1 worked shooting daily assignments and did
enterprise  photography for the news, sports and feature sections. 1 researched and
photographed two self-generated picture stories that ran in the Sunday Life section and the

Courant’s Sunday magazine, Northeast, I was also assigned to shoot two small photo-driven
projects for Features and Northeast, as well as studio work for a photo illustration for a story
on winter clothing that ran in Features. In brief, I experienced what it was like to be a staff
photographer at the Courant for these 13 weeks.

All the interaction with the picture editors, section editors and reporters as 1 shot and
edited my work has helped me understand why specific routines practiced at this paper
directly influence how news stories are presented. Reporters consult picture editors on the
best times to schedule photo requests. Picture editors work with writers to coordinate the
visual coverage of a story, and with designers to display photos for maximum impact. In
brief, visual and non visual journalists work together to research, report and present nEwWS
stories in the best way possible. But also, picture editors are constantly overseeing the
generation, take and usc of pictures for a news story-

This same interaction with picture editors also helped with my shooting and editing
ckills. Each with their individual style, picture editors would gladly critique my work and

make suggestion on how to improve a particular shoot. In general, the photo staff was very
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willing to help me achieve my master’s project goals.

With my stint at The Courant, I observed how teamwork helps produce better content
for a newspaper. The Courant’s commitment to teamwork is evident in the constant
communication between all departments that come together to work on a specific project. But
as a visually oriented newspaper, communication is closer between the photo, graphics and
design departments than with any other department.

Overall, my internship at The Hartford Courant was a positive experience. If T were
to mention any shortcomings, these would minimal. For one thing, the September 11 attacks
changed the news panorama in Connecticut and made international news the prime focus of
attention, leaving local news secondary. It then made it difficult to work on in-depth local
stories that eventually could be published as a front-page center piece, because of the needed
coverage of the aftermath in New York City and the military response in Afghanistan.

The September 11 attacks rendered the opportunity to study a news organization
working full-steam to deliver meaningful news under extreme pressure. But it also created
chaos in the newsroom, which made it hard for me to fit in and be efficient in a news

operation where just a couple of days ago 1 started working for.
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September 11 aftermath: [t was just my filth day at work for The Courant, and the

paper had to deal with what could be the biggest news story of our generation. There was no
time for a slow start, T had to make myself useful on that same day. My first opportunity to
shoot for The Courant came a couple of days after the attacks, as the paper focused both on

the aftermath in New York Gity and the local reaction in Connecticut.

It was impressive to sit in during the budget meetings, where editors made cfforts to

go past the superficial coverage and dig deep for alternatives and ideas. They constantly

asked themselves how to be different, how to better serve the local readers, how to offer the

readers something more that they did not already sce on television or hear on the radio.

Brainstorming sessions were now held everyday for the upcoming days’ papers.
Meanwhile, the photo department coordinated the coverage with their four

photographers on the scene, while they planned to send more staffers down to New York

City. But they never forgot about the local stories. There was a mayoral election to be held on

September 11, there were other news stories that had to go in the paper.
My first two assignments were about the community’s response to the attacks. This

was my first contact with the routines of the Courant. I noticed that the photo department was

very efficient in choosing assignments with visual potential. Origination editors Toni Kellar

and David Grewe screened and chose photo requests where there was a chance to make

genuine, documentary-style photos. The request forms were very complete and had all the

details that a shooter needed to properly do the job: a summary of the story, contacl

numbers, names and addresses.

The first editing sessions were very educational, as picture editor David Grewe

critiqued my take thoroughly and gave suggestions on how to improve my shooting. Editors

constantly ask questions about the shoot to get a better sense of why the pictures look the

way they do, so to choose the most suitable picture of the take, This was a major departure

from editing sessions at La Nacidn.
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SCHEDULED ASSIGNMENTS

Routine sinks in. There is more in news than just the terrorist attacks. The paper
goes back to local coverage while keeping an eye on NYC and the military response. At this
point, 1 am comfortable with the routines at the photo department. These are samples of
scheduled assignments that 1 shot for the local pages.

Photographers at The Courant shoot no more than two assignments per day. That
allows them to spend enough time working on any assignment and considers travel time
around the state. For every assignment that I shot, I could estimate that I spent anywhere
from one to two and a half hours working each situation. During this time, 1 looked for what
we call “moments”, or genuine subject interaction or emotions.

1 could dedicate as much time as I needed to capture those moments, to wait for the
right light or to hope for all the clements that make a photograph fall into place. This helped
me come with solutions to what seemed to be dull situations (see examples on pp
17,20,21,23,25). In all these assignments, I had to wait for situations to develop so I make
more compelling images. Having enough time to shoot assignments meant that I could
explore other possibilities that could give good images o a story. I could follow subjects
around while they engaged in their daily routine. 1 could talk to them to make them [eel at
ease. I could experiment with camera and lenses for a different visual effect.

Editing for daily assignments was usually done in the afternoon by the Al or the
Zones picture editors. It was a straightforward procedure, where editors look at film and
inquire about the assignment shoot. I never encountered a situation where an editor pushed
for a particular frame that I didn’t think it was good enough. Usually, the editor chose one
frame from my pre-cdit selects.

I noticed that Courant editors and photographers talk more about the particular edit
than at La Nacién. At the Costa Rican paper, the process is less involved, where editing is

more a procedure than a brainstorming session to come up with the best option for a story.
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A Vision Leads To 50 Years Of Worship
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ban reads a promotional insert. Residents are counting on the convenience of having a store close by.
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FEATURE HUNTING AND ENTERPRISE PHOTOGRAPHY

Local news coverage was slow in the days afier the terrorist attacks. In these slow
news days, Courant photographers search for stand-alone photography for the Zone section
fronts. Each shooter will ofien be assigned to one of the nine zones that The Courant covers,
to look for any scheduled or unscheduled events to photograph.

Feature photography depends greatly on how well you know the community you are
photographing. A healthy dose of luck also helps. Photographers assigned to do enterprise
photography for a particular zone have to check in with the corresponding bureau for any
events that could have any visual potential. In four out of five times that I did enterprise, the
bureaus had no useful information for me. At that point, photographers rely on intuition and
luck to come up with interesting images.

While shooting features, most of the time is spent driving or walking around as
photographers look for photo possibilities. This was perhaps one of the few negative aspects
of working at The Courant. T was left to my own resources to come up with feature photos,
without receiving advice from editors or shooters. But it was no big problem, 1 had
acceptable results to show to the Zones editor.

Feature photography, especially feature photos with content, is perhaps one of the
higgest challenges 1 found while shooting for the paper. There were many things that I had tw
learn as I went before 1 felt comfortable doing enterprise photography.

These five enterprise assignments were done by cruising or walking around in places
I expected to find people engaged in their own activities. While 1 had the opportunity to be
creative and experiment with angles and lenses that could make an ordinary situation
extraordinary, T used a more documentary-style approach to features. I regret that | didn’t

explore other methods.
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SPOT NEWS PHOTOGRAPHY

One of the two spot news assignments I shot spot news gave me my only front-page
photograph for The Courant. To plan for spot news, the photo department schedules one
photographer as the “news-of-the-day” shooter. He or she will remain at the paper in case any
breaking news situation develops. While they may not shoot a single frame during their shift,
news-of-the-day photographers are expected to use their time well and keep busy, either
researching future stories or updating their paperwork.

On this particular assignment, I switched with news-of-the-day photographer Bob
McDonnell as he worked on the same spot news story of suspicious FedEx packages left at
abortion clinics across the United States down at the Connecticut coast. After waiting for 15
minutes, three state troopers came and opened the suspicious package. The whole situation
was over in less than twenty minutes, I was alert and positioned to capture a good news
photograph that has all the elements of the story: the state troopers in bomb-squad uniforms,
the red bag wrapping the FedEx envelope and the gates of one of the abortion clinics in

Hartford.
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STUDIO WORK

Methodical documentary photography or fast-action sports shooting are not the only
kinds of photography one can work on at a newspaper. Studio work can be very challenging.
It requires [ull operating knowledge of lighting equipment and camera gear. Michacl
McAndrews, one of the staff photographers at The Courant says he enjoys studio work
because it gives him the chance of a change of pace from everyday news photography or long
documentary projects. He also mentioned the fact that studio work can teach a shooter
different techniques that he can later apply in everyday news photography.

I am familiar with studio work. At La Nacién T produced many photographs done in
the studio, but rarcly I worked on still life. This particular assignment 1 got from editor
JoEllen Black proved to be a nice challenge. I had to make a ordinary sweater look as if it was
heen worn by an invisible person.

I spent most of the day working on making the sweater look natural. I used a pillow,
refuse newsprint, used AA batteries and wire from clothes hangers to give the appearance of
a hollow man trying to keep warm. After spending around five hours on the sweater, the
gloves, the scarf and the earmuffs 1 placed the lights and shot this image in less than half an
hour.

I found that American newspapers shoot a lot less illustration photography than La
Nacién does. T believe it is a good visual solution for stories about ideas and concept, where
a documentary approach would not be as effective. But illustration photography must be

executed flawlessly, otherwise results can backfire and give the idea of sloppy photography

work.
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PORTRAITURE

Editors at The Courant will use portrait photography as an alternative to
documentary-style, when subjects are unwilling to work with photographers on a long-term
project. They will also use it if it's the best way to capture the personality of a subject for a
profile story.

I first shot these two sisters in Enfield, just north of Hartford, for a profile story for
the children’s pages. Claire and Kathy Bielonko won first and second places at a country fair
for growing the heaviest summer squash and the second biggest pumpkin. The wall of tiny
pumpkins and the expression on the girls’ faces makes an interesting group portrait.

The second set of portraits is part of a story which will run on the second week of
January. This is a harder news story of Ed Smith, a state worker who was fired and jailed for
alerting neighbors that a convicted sex offender would be transferred to a group home in
West Hartford. The story explains the context and Smith’s motives of his actions. None of
the main subjects of the story were available to shoot documentary style. Ed Smith agreed to
be photographed only after consulting with his lawyer.

Portrait photography can sometimes be the last resort to provide visuals of a hard-
news story that deserves to be told, but the circumstances make it hard to produce
meaningful photographs. That is to show that documentary-style photographs are not the

only approach a photojournalist can take to tell a story.
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PICTURE STORIES AND DOCUMENTARY PROJECTS

The Courant has been known for its commitment to quality visual journalism. Stalf
photographers and editors alike believe it is a photographer’s role to constantly seek long-
term documentary projects to manifest a personal vision in their journalistic work.

The paper grants shooters enough time to research and photograph any project they
wish to pursue. A photographer can request anywhere from a couple of hours to entire weeks
to fully commit to a particular project, as the paper understand that documentary
photography is time-intensive.

At any given time, half of The Courant’s staff could be working on their own projects.
According to editor Bruce Moyer, there are at least five Courant photographers who
constantly research and shoot long term projects, one after the other, while the rest will often
work on photo-driven stories. Photographers’ schedules are flexible enough that allows them
to shoot their projects and daily assignments at the same time more often than not.

When working on a project, photographers team up with editors who will oversee the
progress by editing film periodically throughout the process. Picture editors will also meet
with other section editors to schedule publication, assign a writer or a graphic artist if
needed. Picture editors work with photographers to come up with a final edit. The picture
editor then works with a designer to figure out the best presentation they can produce.

Picture editors act as exccutive producers for any project. They oversee the
production process from start to finish. This fact is probably a key element in The Courant’s
success in photo-driven projects. Final editing and layout decisions are made by the
corresponding picture editor together with department director John Scanlan and/or AME
Thom McGuire. Scanlan and McGuire act as supervising presentation editors giving final
recommendations for layout and picture usage.

During my internship, I worked on two self-generated photo driven projects and two
assigned projects. The last one on the Guru Ram Das Ashram is scheduled to be published

on Dec 16, 2001, I've included the final picture edit together with the unedited text 1 wrote.
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Mistaken For Muslim, American Sikhs Face Intolerance, Tension
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_Sai Darshan Kaur Coffin glances back to mother Arjan Kaur Khalsa as she sings hymns during a Sunday serv-
ice at the Guru Ram Das Ashram and Gudwara in Millis, MA.
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Sham Rang Singh Khalsa does exercises during a taniric yoga event organized by his Ashram at the
Medway Community Center, a couple of miles away from his house. Close to 150 tantric yoga follow-
ers attended this event.

Sham Rang Singh talks with a patient's cardiologist at the beginning of his evening shift at Health
Alliance Leominster hospital as an emergency physician. Dr. Khalsa adopted the Sikh religion twenty
years ago, during his second year of medical school.




Sham Rang Singh helps stepdaughter Sat Darshan Kaur Coffin with her homework on a Monday
night. Unlike other members of the Guru Ram Das community, Sat Darshan still keeps her fami-
ly name because of her biological father. He is not a Sikh.

Sham Rang chats with a couple of workers at Barber Brothers shop while wife Arjan Kaur and step-
daughter Sat Darshan purchase a Christmas tree. The workers asked Sham Bang Singh if he has been
harassed since Sept. 11 because of his turban and beard.
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Top: Hargobind Singh Khalsa is
greeted by a resident of an assisted
home in Franklin, MA., encouraged
by his mother Harbajan Kaur
Khalsa.

Left: Sukmani Khalsa fries on a
basket net as other Sikh kids play
on a nearby playground.
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Avtar Kaur Khalsa recites a small prayer moments before driving off to do some errands in
Millis, MA. Aviar Kaur believes that by saying this prayer, she will be granted with a time
cushion that will separate her from any accident on the road.

Jot Singh Khalsa and three other students practice Kundalini Yoga exercises in the early moming
hours at the Guru Ram Das Ashram in Millis. Following the Khalsa Sikh tradition, many at the Ashram
rise before the sun and use that time to practice yoga.




e

Family pictures on the wall show the diversity of Jagan Nat Singh and Avtar Kaur Khalsa's family’s reli-
gious background. On the left, Avtar’s parents are Unitarian. At right, Jagan MNat's parents were jewish.
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Story text
Sham Rang Singh Khalsa's long graying beard, neatly tucked turban and
all-white attire have always attracted attention when he walks through a
supermarket or a crowded mall. Since Sept. 11, curious stares have hardened
with hostility, and sometimes erupted into slurs, because some people have
associated his appearance with the Taliban of Afghanistan and the terrorists
America has vowed to stop. He tries to dispel these attitudes with a grin
and a sharp comment. He is proud to be a Sikh. So are his wife and
stepdaughter, and the 60 or so others who live at the Guru Ram Das Ashram
and Gudwara, the yoga community and Sikh temple in Millis, Mass. Most of
these 60 "Western Sikhs," as they refer to themselves, were introduced to
the religion through yoga. In the early 1970s, Siri Singh Sahib, or Yogi
Bhajan as they affectionately call him, moved from India to Los Angeles,
answering a calling to teach yoga. Many in the Guru Ram Das Ashram were his
students, or students of his students.
Ek Ong Kar Singh Khalsa, a real estate agent who lives at the Millis ashram,
took yoga classes from a Sikh instructor while at the University of Oregon.
"It was so appealing because I wanted to combine spirituality with a
lifestyle. ... It just made sense."
Sikhism is a monotheistic religion founded in the Punjab - now part of both
Pakistan and India - with roots in Hinduism and Islam. It claims more than
90 million followers, as many as half a million of them in the United
States. Founder Guru Nanak, born in India in 1469, dedicated his life to
spreading the message of unity with the One Creator. He taught Sikhs
("seekers of truth") to bow only before God and to live in direct
consciousness of Him. The Khalsa, or baptized Sikhs, are devoted to purity
in thought and action. They refrain from taking meat, tobacco, alcohol or
any other intoxicant, and from having sexual relationships outside marriage.
Their distinctive appearance is a reminder of their commitment to purity.
They all leave their hair and beard uncut, crowning their head with a neatly
arranged turban. They wear the Kara, a steel circle worn on the wrist as a
symbol of bondage to truth and freedom from every other entanglement. They

also carry a Kirpan, a small sword with which the Khalsa symbolically
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commits to defend the truth. They all wear the Katchera, a special cotton .
undergarment that reaffirms their commitment to purity.

"Ever since the September 11 attacks, we feel we need to be out there and
educate people about us and our religion," says Sat Hanuman Singh, a
businessman and a minister at Guru Ram Das. Hundreds of incidents of abuse
against Sikhs in the United States have been reported. Avtar Kaur Khalsa

said she has been harassed while driving with her daughter. Sham Rang Singh
has been shouted at because of his turban and beard. These incidents moved
local police officers to visit the ashram and instruct members on preventive
measures against possible acts of violence.

But lately, Sham Rang Singh says he has noticed a shift. "I see more people
now checking in with you to see if everything is all right," he said. People

like Dave Marden, a clerk at Barber Bros., a store in Natick, Mass. As Sham
Rang Singh and his family did some Christmas shopping, Marden made small
talk with the group. And as they talked about some of Sham Rang's bad
experiences, Marden apologized for other people's behavior toward the Sikhs.

"I feel bad this happens, it's just plain wrong."
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Self evaluation. Working as a freelance photographer for The Hartford Courant has helped

my knowledge of news photography and newsroom teamwork enormously. It was a great
experience to work with picture editors from one of the top visual newspapers in the United
States. Their advice on how to improve my images was incredibly valuable, and they were
very receptive to give feedback on the way I was approaching the assignments they gave to
me. But it was also very rewarding to share experiences with photographers from their staff,
and listen to their advice and comments on my work. Overall, I believe that my experience
while doing my project was very rewarding.

In a more detailed review, I think my stint at the paper helped me improve my
photography in the areas that I set to work on at the very beginning of the master’s program.
Slowly but steadily, I've managed to perfect my storytelling abilities to a point where I now
feel confident I can produce well-rounded, photo-driven stories.

Coming to an unfamiliar region of the United States to work on my project was
probably the biggest challenge during these months because of the goals 1 set on my project
proposal. Coming to Hartford with very little knowledge of the town and the state made it
hard at first to come up with meaningful picture story ideas. Three months was not enough
time to get a feel for the towns that The Courant covers, and understand what issues are
important to this area. I feel thatI could have done better in researching story ideas, I could
have used more of my free time to work on this. But it was frustrating at first to have to do
this hit-and-miss kind of approach on pitching photo story ideas. Yet 1 managed to work on
two self-generated photo projects, and I am satisfied with the results.

I tried to keep mysell occupied as much as possible during my work days. I
volunteered to do as many assignments as [ could handle, and I was fairly insistent on
reminding picture editors that I was willing to shoot any assignment they needed. I guess I
could have work harder on talking to editors about picking up more sports assignment or
studio work to make my experience more complete.

My work on my research component has given me a chance to study how news

photography departments can work better with other departments. The Courant’s approach
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on presentation is a true lesson in team work. The research component has helped me gather

incredibly valuable information that I later will share with my employer back in Costa Rica.
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It is clear that David Vargas's experience at The Hartford Courant has been a productive experience for both him and for The
Courant.

During his stay here David exhibited the broad range of skills and professional behavior expected of an experienced
photojournalist. 1 found him to be a self-directed, highly motivated individual.

David was as interested in the "why” as he was in the "how" of doing journalism at The Courant. He regularly initiated
discussions among photographers and picture editors on important visual and journalistic issues: from a comparison of lens
choice between photographers in producing socially relevant journalism to the political nature of the newsroom.

As a photographer David demonstrated that he could hold his own with a professional photography staff that has a minimum of
10 years of newspaper experience. His technical skills are solid. And his creative skills are suggestive of a photographer with
many more years' experience.

David's composition is simple without being simplistic; it includes only the elements that are essential to the message. His
photographs are balanced, so that the reader’s eye is directed effortlessly to the central point of the picture. He works hard to
capture the exact moment, which demonstrates an understanding of “artistic selection”™: the ability to perceive what best
communicates an idea.

Care is evident in all of his work. His images stand on their own and tell their stories without need for words. Some examples of
this would be:

- A photo of a Connecticut State Trooper checking an .D. of a man arrested at an abandoned house. David's camera angle, lens
choice and positioning for this photograph were nearly perfect and took the reader's eye from the State Police patch on the
officers’ shoulder to the I.D. in his hands to the arrested man sitting on the curb,

- Photos of a farmer Ricky Ouellette. In one photo of Ouellette opening the barn doors to his farm shop David used the color of
the barn and the placement of the subject in the frame to make a visually attractive image of an ordinary moment. In a second
photo of Ouellette David captured the farmer’s silhouette behind a “Fresh Apples” sign at the entrance to the farm store. This
photo demonstrated the ability to anticipate a photograph and the creative thinking necessary to make it happen.

- Photo story on a local Sikh community. David did a complete job on this story. He did all the research, made the contacts, and
photographed and wrote the story over several weeks. This took a great deal of thought, effort and execution on David's part and
the results were noteworthy. His story ran in The Courant's Northeast magazine. David demonstrated the skill and sensitivity
needed to work as a photojournalist when he convinced a skeptical community during a time of personal fear to allow him to do
this story. Several editors commented on his professionalism and the quality of the results.

David excels in the use of a wide-angle lens, which is something many young photographers take years to develop. Suggestions
for improvement would be to better use of a telephoto lens for photo stories, portraits and ordinary enterprise assignments. While
David has not done a lot of picture stories for The Courant, the stories he has done were solid. He should develop these skills,
particularly the ability to capture “real moments,” that is, moments where the reader is drawn into the story because the
photographer has become seemingly invisible to the subject. David did this well in the Sikh story.

David has shown that he is a very capable and professional journalist. He would be an asset to any organization and The Hartford
Courant was pleased to be able to count him as one of our own for a brief period of time.

John Scanlan
Director of p hy[’
WL.‘_’.“'
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The nation’s oldest continuously published newspaper
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LITERATURE REVIEW

The news gathering and news production process can be seen as a series of routines
that both journalists and news organizations use on a regular basis to provide readers witha
daily dose of news.

These routines are behaviors that journalists engage in to tackle the unpredictable
nature of events worthy of news coverage and convert them into stories and story packages
for audience consumption. These behaviors are perpetuated by everyday news gathering;
journalists have found that some routines work best in collecting news for the next day’s
paper or the next news broadcast and allows them to keep the pulse of ongoing events. A
“Cops and Courts” reporter engages in one of these routines every time he or she listens to a
police scanner, checks with the night clerk for the last night’s arrests or accidents. A
newsroom that organizes its reporters in specific beats that are attuning with governmental
organizations is applying a routine that helps the process of news gathering.

News production has been studied under a sociological approach as early as the early
1920s. Robert Park wrote about the generation of news and news itself as a form of
knowledge. The study of how news organizations produce news products dates to the early
1950s, with the study of newspersons as gatekeepers.

In his book Manufacturing the News (1980), author Mark Fishman explains that the
earliest approaches in studying the news saw news work as an information processing
system. News organizations existed to select events that made the news, thus focusing on the
“gate keeping” role of these organizations. Research saw mainly what variables determined
how editors chose written news copy, and how reporters chose what to write about.

There were also studies that saw journalists as “organization men,” and tried to
discover the nature of organizational forces that molded professional standards, objectivity
for instance, and causing reporters to engage in certain professional behaviors, like omitting
information or giving a particular slant to a story.

In all, these studies viewed news production as a task of selecting stories that made
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the news. This idea existed because it was thought that news work either reflects or distorts

reality. Reality was perceived as facts or events that exists independently of how news workers
perceive them.

Mainstream sociology has given a contemporary approach to the study of how news
is produced. Research using this perspective focuses on the social organization and the
sociology of occupations and occupational ideology. What this body of work tries to explain
is news production taking into account that journalists’ efforts on the job are constrained by
organizational and occupational routines.

In studying news production, authors like Gaye Tuchman, Herbert J. Gans, Mark
Fishman and Edward J. Epstein have used a sociological approach to observe the creation of
these routines. This sociological view is not typically prescriptive and sees news as naturally
manufactured. Using this theoretical framework, these scholars have the following common
observations:

e News is a manufactured product, not a mirror on “reality.”

o The world is not arranged for news gathering purposes, but rather confronts the news organization
with the unexpected and uncontrollable.

» Naws organizations creale routines in order to efficiently and profitably manage the unexpecled.

« External institutions, through sources and officials, impact the news product by meshing with
Journalistic routines.

o Individual jowrnalists suppress personal values and embrace professional values that serve
organizational roulines.

« Routines largely determine the content of the news product and therefore the way the world is made
Enowm through the news.

These studies mainly observe how journalists construct and utilize specific routines
that help them deal with individual news events or to establish and nourish professional
relationships with institutions and their members as sources of news.

In 1974, Harvey Molotch and Marilyn Lester created a typology of news stories
according to whether the news event is planned or unplanned, and depending on who

promotes these news events. This approach defines news by the way the news organization
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becomes aware of the facts. If the news is planned and promoted by the same person or

organization, it is said to be “routine” news. If the news event is planned but promoted by
other than the agent of the news event, it is then said to be a “scandal.” Finally, if the event is
unplanned and then promoted by somebody other than the people involved, and then it is an
“accident.” The authors reject the possibility that the news media might stumble into an
event by surveying the world scene. Newspapers reflect not a “world out there”, but the
practices of those who have the power to determine the experience of others. (Schudson,
1991)

Author Wilson Lowrey, a doctoral student from the University of Georgia, has
observed that it is surprising that the routines approach has not been used as frequently in
visual journalism as it has been used in news reporting, where it has been proved as a valid
theoretical framework. As an example, Mark Fishman asked himself, how do news workers
make news? Fishman proceeded to examine several routines that news workers and their
organizations engage in order to tackle with the unpredictability of the facts and events that
happen in the world and the methods they use in order to transform these events and facts
into news stories. While doing participant observation at the Purissima Record in California,
Fishman observed how the creation of beats, the way that reporters make rounds checking
out press releases and talking to spokespeople, and the settings of budget meetings are all
routines that help and shape the production of news.

Other key authors like Tuchman observed how reporters collect reliable sources and
this routine helps news workers gain respect in the field. Gans studied the interaction
between reporters and officials and concluded that this routine gives officials the winning
hand at the information exchange.

In the visual journalism field, Lowrey observed that visual journalists also create
routines to maximize their efficiency in covering news.

A common photojournalistic routine is the pre-visualization of a photo shoot. In photo
stories, a common routine to follow is the Life magazine formula for framing pictures to

create visual variety: the establishing shot, the medium shot, the portrait, and the “closer.”
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Another routine is the typification of news photography into spot news, general news,

sports, features, portraits and illustrations.

For designers, a common routine is to establish a visual element as the dominant art.
The dominant art gives designers a starting point in doing the layout of a page. (Lowrey,
1999),

As Lowrey states, these examples demonstrate the applicability of the routines
approach to visual journalism, though is has not been used often. One explanation could be
that charts and graphics apparently mirror reality more than stories do. Numbers in bars and
charts have more of a neutral character associated with them, and photographs directly
represent reality. These facts make charts and photographs appear less altered by the news-
making process.

One final explanation could be that in visual journalism studies the most common
theoretical framework used focus more on reader’s messages, perceptions and meanings.
The production of messages lie outside these frames (Lowrey, 1999

As the author explains, studies that concentrate on the production side of visual
journalism are mainly atheoretical surveys of individual editors and give recommendations in
changes in behaviors and attitudes. Lowrey points out that there is a need for researchers
engaging in this type of study would benefit from learning more about the organizational
routines theoretical framework.

Lowrey defends the usefulness of the routines approach in studying the production of
visually-driven print news products in that it may become a way to link it with cognitive
studlies (the way readers process visual news) and semiotic, rhetoric and cultural approaches
(the way readers make meaning of visual news). Using the routines approach, the production
of photo-driven packages or info graphics are a result of behaviors and routines on how
visual reporters collect and produce visual data for these packages. But the production of
these packages can be viewed as the result of what the newsroom allows the visual reporters
to create, depending on the constraints the news organization excerpts on reporters. Since

news packages are shaped by individual reporters’ set behaviors on gathering and producing
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news, and are affected the organizational constraints that that the news agency or newspaper,

these affect the way that readers perceive and understand news.

NEWS AS A MANUFACTURED PRODUCT

Schudson explains that while the sociological approach in studying routines sees
news production as a social construction on reality, the organizational or bureaucratic
approach sees news as a product manufactured by an organization and can be studied like
other manufactured goods.

Edward J. Epstein took this approach when he studied network news programs in
1968 and 1969. He emphasized on the organizational, economic and technical requirements
of television news production in explaining the news product.

What is fundamental in organizational approaches that differ from the sociological

approaches is the emphasis on:

* Constraints tmposed by orgamizations despife the private intentions of the individual actors.
» Inevitability of “social construction™ of realily in any social system.

Schudson stresses on the importance of this second point. The organizational
approach presupposes that news is a manufactured product and not a mirror on reality.
Many (although not all) analysts from a social organization perspective abandon any strong
claim that there is a “reality” out there that journalists or journalistic organizations distort.
News is not a report on a factual world; news is a depletable consumer product that must be
made fresh daily (Schudson, 1991; Tuchman, 1978).

In his book, News from Nowhere: television and the news, author Edward J. Epstein analyzed
the production of television news from the standpoint of organizational constraints of the
medium. He observed that television news reporting is a immensely complex operation,
unlike radio and print journalism where these two can report and produce much more stories

in a much shorter period of time and using a lot less resources and money.
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In order to produce news stories in a profitable manner -satisfying both the economic

goals of the TV industry and comply with FCC ruling- network news relies on a very
elaborate system of logistics. These logistic ensure that the networks get the most out of their
available and limited technical and personnel resources.

These logistics force network news organizations to see and produce news in a very
different way that print news organizations would. “In the same way that questions can pre-fit
answers, the lines along which the search for news is organized tend to structure the resulting
the news output in a number of systematic ways.” (Epstein, 1973)

In national TV news reporting during the late 1960s, the search for news stories was
all conditioned by similar economical and organizational constraints. Epstein observed that
all networks research stories follow the same general principles.

Network news is centrally assigned. An assignment editor in the head offices hands
out assignments to the correspondents who are stationed in various points around the
country and the world. The assignment editors’ job is to match available camera crews and
correspondents to possible stories.

The concept of beats, as Mark Fishman observed at the Purissima Record is virtually
nonexistent in network news. TV correspondents are assigned from story to story; depending
on their availability; logistical convenience and the producers’ preferences after the stories
have been assigned. There are still a few more or less conventional beats in TV news, such
as the White House, but these are the exceptions rather than the rule.

In network news, correspondents are more generalists than specilic beat reporters.
Correspondents are expected to cover a wide variety of news stories with equal facility and
apply general rules of fair inquiry to any subject.

Because of the particular logistics system that network news organizations use, a
small group of general correspondents are constantly used on camera, This leads to a “star
system,” where producers request that certain leading correspondents cover the major
stories, no matter what the subject matter.

I'V news organizations tend to maintain the number of produced stories to the near
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minimum. By contrast, newspapers produce more stories than necessary so editors have

room for selection. Television news cannot afford the luxury of producing more stories than
needed, because of the high costs of filming and editing news stories.

The structure employed by news networks in the late 1960s to gather news attempted
to take maximum advantage of the available resources (the camera crews). It was clear that the
cost of operating camera crews meant that the networks would only dispatch these crews to
situations where a news story was guaranteed to happen and that the camera crew could
effectively cover it and produce a story.

The organizational constraints of the network news operation were a main factor of
the way TV news was covered. These constraints shaped the characteristics of the news
products that were aired for the viewers. One could argue that the way news departments are
structured generate specific constraints that shape the outcome of the news product.

Epstein’s study on national network news is key in understanding why a particular
organizational scheme influences the product output, in this case the news. Epstein saw that
the networks created an organizational scheme that aimed to make the best news coverage
with limited resources. Because of this scheme, news coverage was approached in a specific
manner. Organizational constraints shaped the way national TV news was created in the late
1960s.

In print journalism, available literature has focused on how routines created by
journalists and their organization shape the way news is gathered and produced. But few
articles concentrate on the effect that newsroom organization itself has on news production in
a scholarly fashion.

Contemporary newsroom management is already experimenting with new ways to
approach news production to attract readership. This contemporary proposal favors

interdepartmental communication and teamwork instead of individual achievement.
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CHANGES IN THE NEWSROOM

In recent years, the newspaper industry has seen and felt the decrease of readership
as other media -mainly television and interactive media- experimented a boost in audience
attention. In the 1980s and early 1990s newspaper managers saw circulation and penetration
numbers go down, and loyal readership give up newspapers. In response, the print
journalism industry launched extensive research to remedy this situation; and results from
this research made it clear for editors and publishers that traditional ways of delivering news
were no longer appealing to readers or advertisers, thus losing them to other media.

These changes can be appreciated in the evolution of design trends in the front pages
of American newspapers during the 1980s. Awailable technology, a greater concern among
news people for the appearance as well as content, and the creation of the trendsetting USA
Today were the fuel that ignited this evolution (Utt and Paternack, 1984). Changes included
the use of more and larger photographs, introduction of info graphics (where illustration and
information are combined as one storytelling device) and use of color as resources to attract
readers. The industry’s interest in appearance can also be seen in the increase of
membership that the Society of Newspaper Design experimented in 10 years from 1979 to
1989. In that period, the number of member newspapers increased from 22 to 2,200 from
the United States, Canada and 35 other countries (Gentry and Zang, 1989)

Overall, newspaper managers and editors understood by that time that overall
improvement of the entire newspaper -with better reporting and writing, more inviting photos
and graphics, and more attractive design and layout- would help them keep their readership
and eventually gain some more,

The newspaper evolution described above did not happen in the void. In order to
make these changes, a supporting organizational scheme was needed to make it happen. As
an example, the creation of the graphics editor position came after newspapers saw that they
needed a new management structure that supervised the trend of including more visuals in

the newspaper in order to attract readers. The graphics editor would be responsible for
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coordinating words and visuals and integrating the entire news package. (Gentry and Zang,

1989)

Authors and visual journalism consultants like Daryl Moen, Ron Reason and Robert
Lockwood perceive newspapers as visual medium. Words, pictures, illustrations and design
are all visual elements that work together synergistically. In the past, newspapers segregated
journalists in the newsroom by their specialty: reporters, copy editors, photographers and
designers. Contemporary challenges in the media market demand newspapers to rethink their
organizational structure to respond to the readers’ attitudes towards new sources of
information and keep readership from choosing these alternatives for information. If
reporters intend to convey meaning rather than just raw information, they should know the
value of charts and pictures, photographers should know the value of words and charts, and
graphics journalists should know the value of words and pictures. All should know that
presentation is part of the message. Individuals produce fragments of information; teams
produce packages of knowledge. Together they can ask, what is the best way to tell the story?
When they know what the whole is going to be, they can ask specialists to do the parts.
(Moen, 2000)

One of these strong tendencies of change in newsroom organization and work
schemes is found in a system called WED (for writing, editing and design). Designers and
instructors Mario Gareia and Roy Peter Clark from the Poynter Institute developed WED in
the late 1980’s, which aims to put the reader first when creating news packages. In practice,
WED encourages teams of writers, editors, photographers, graphics artists and designers to
look for ways to tell news stories in the most effective and vivid way. Key elements in WED
are planning, teamwork, cooperation between fellow journalists, and respect for the reader.
Another flavor of team organization in news production is the “maestro” approach. Lelan
Ryan of the University of Kentucky created this scheme, and just like the WED, it emphasizes
on the importance of teamwork, early-stage planning and communication.

Contrasting with this contemporary approach is the traditional newsroom

organization scheme, which resembles the assembly-line approach in putting together news
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packages.

A traditional newsroom organizes vertically. Authority flows downward from the
editor to the departments, and each department’s output is produced individually and in an
isolated manner. While this system is successful in helping the newsroom meet daily
deadlines, it creates unnecessary communication barriers to produce successfully integrated
news packages. Visual journalists are not involved early enough in the process and end up
creating poor visual content or even fail to produce any visual elements at all for news
packages.

As Moen mentions in Newspaper Layout and Desin: a team approach, (2000) the
wraditional organization of a newsroom is an obstacle to communicate effectively with the
reader. In this approach, individual departments work on “parts” of a story (copy,
photographs, or info graphics), thus failing to integrate visual and word journalism elements
as a single unit.

It was in the 1970s where newspapers in Allentown, PA, and St. Petersburg, started
experimenting with changes in newsroom organization. These papers saw the visual potential
in print journalism. By that time and in other newspapers, visual journalists -mainly
photographers and designers- forced changes by voicing their dissatisfaction with the role
that photography and design played in the news making process, more of a service
department of the word journalists.

The newspaper industry is evidently going through a transformation to a more visual
medium. Utt and Paternack as well as Gentry and Zang observed important changes in the
newspaper that indicates interest in visuals as a competitive advantage for readership.

Photographs were the first visual resource newspapers were able to create in order to
attract readership. The invention of the wet plate, the halftone printing process, the invention
of the portable strobe units and the 35 mm camera are all technological innovations that
allowed photographs to be published in newspapers and magazines before the 30s were over.
These technical advances helped photojournalism become the profession we know today. Yet

currently, photographers still have litde voice in planning for successful news packages.
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Fortunately, “photography is gradually moving from a service department to equal footing

with other departments.” (Moen, 2000)

Photo projects that are normally published in US newspapers were inspired by the
visual style imposed by Life Magazine when it began publication in 1936. In this same
decade, other picture-dominated magazines emerged: Look, Click, Scoop, Peek, Pix and
Picture just to name a few. These magazines ran picture pages on a single topic, but were
heavily scripted by editors from their home offices.

By the late 40s, photographers experimented with a freer form of picture story
development. Life photographer W. Eugene Smith broke the trend of shooting pre-scripted
stories with his project on country doctor Ernest Ceriani of Kremmling, Colorado
(population 1,000). Smith spent a total of six weeks documenting the physician’s daily
activities and emergency calls. He was able to produce a realistic photo story based on his
observations, rather than the preconceived ideas of an editor in New York.

Photographers today still shoot photo projects sticking to W. Eugene Smith’s visual-
storytelling style. But few newspapers are willing to invest in long-term photo projects.
Photographers are forced to self-finance these projects, or look for grants or sponsors. But
no matter who sponsors the project, these projects give photojournalists the only resource to
explore a topic in depth; present a point of view or show with pictures the many sides of an
issue.

In today’s newspapers, photo projects follow either the narrative photo story
approach or the documentary essay approach. Narrative stories depend on a story line to
come up with the sequencing of the images for the layout in the newspaper. Like the written
or spoken story, the viewer doesn’t know the resolution of the story when they start. The
story proceeds from one moment in time to another. Documentary essays are individual
images tied together by a theme or issue. There is no story line connecting the images; the
reader can stop at any point without losing the flow of the layouts. In the documentary essay,

each image is strong on its own, making a certain point, but when they are all connected

together by layout, a stronger, more complete statement is made.
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Given the importance of visuals in today’s print journalism industry, a study on how

photography content is created is justified. Lowrey's paper on visual journalism using the
routines approach explained that there is much to be done in this area. The author further
elaborates that the current trend of incorporating new technology in news gathering, together
with the whole industry shifting towards a more visually rich medium, deserve further study.

The organizational routines approach provides a framework for such research.

OBSERVING THE ORGANIZATIONAL STRUCTURE:
A RESEARCH QUESTION.

Every February, the Pictures of the Year competition is held at the Missouri School of
Journalism to reward excellence in photojournalistic and documentary coverage by the news
industry. Among the awards for general news, spot news, features and sports photography is
the Angus McDougall Overall Excellence in Editing award. This prize is given to newspapers
that show best use of photography in news storytelling.

This year’s first place winner is the Hartford Courant, of Hartford Conn. The
Courant’s Assistant Managing Editor for Photography, Thomas McGuire, 1s quoted crediting
his newspaper’s management for the support it gives to the photography department, in the
awards ceremony’s brochure. “There is simply no way that we could do our job correctly
without that support,” says McGuire.

McGuire’s comment makes note of management support as being one of the key
ingredients to the newspaper’s excellence in visual journalism. What kind of support 1s
McGuire talking about? What makes the Hartford Courant different from other newspapers
when it comes to picture usage’

The purpose of this research is to observe what routines favor good use of visual
journalism resources in newspapers known for their excellence in photojournalism. These
observations will be studied both from the organizational standpoint, as well as individual
photojournalist behaviors that are in tune with the particular newspaper’s visual journalism

philosophy.
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From the organizational point of view, this research aims to identify specific

newsroom structures and work methods inside the photography department that favor the
creation of superior visual content. It also plans to observe the interaction that the photo
department engages with other newsroom departments that aid visually driven content to be
published. It will also study the roles of key positions in the photo department and their
involvement in the production of content.

From the individual photographers’ point of view, this research aims to identify which
routines staffers use to work for an organization that is committed to visual journalism
excellence. In other words, how does a photographer manage his or her resources (time,
talent, reporting and research skills) to produce images for daily assignments and photo-

driven projects that are up to the standards of the news organization he or she works for.

METHODOLOGY

In studying news production, the method of choice since the early 1970s has been
participant observation. In Anders Hansen et al's Mass Communication Research Methods,
the authors refer to a significant body of substantive ethnography work done in the "70s that
studied the organizational, bureaucratic, and professional nature of news production and
news processing. Authors like Gaye Tuchman, Herbert Gans, Edward J. Epstein, and Mark
Fishman contributed significantly to understanding the news-making process: How news was
subject to temporal routines, how newsroom layouts were organized spatially, and how news-
processing was organized in relation to a newsroom division of labor and corporate hierarchy
all became building blocks of this understanding (Hansen et al., 1998). These previous
studies have used participant observation as their main methodology approach.

Hansen et al. refer to participant observation as one of the few methodologies that
provides important insights into the complex of constraints, pressures, and forces that
surround, select and shape media output. (Hansen et al., 1998).

Participant observation is a form of social inquiry that draws from different
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techniques such as in-depth interviewing, document analysis, and unstructured observation

for data collection. The term “participant observation” has been used as a generic term to
describe all these techniques in a rather undiscriminating way, meaning that all three
techniques are used alternately for data collection. Participant observation is also considered
to be the prime instrument of data collecting in qualitative studies.

Barbara Rosenblum, author of Photographers at Work: a Sociology of Phetographic

Styles (1978) explains that participant observation consists essentially of immersing oneself
in the social world of the people one is studying. Ethnographic research of this type has been
used by anthropologists and sociologist and is a common means of obtaining first hand
richly detailed data about a particular social reality. Rosenblum studied during a period of
four years how advertising photographers, news photographers and art photographers work,
and how their specific line of work influences their photographic style.
Similar to Rosenblum’s methodological approach is Mark Fishman’s study on news
reporting at the Purissima Record during 1973 and 1974. He decided to observe the
workings of a newsroom from within, following reporters in their news gathering process and
the supervising function of the city editor. Fishman even decided to work as a novice reporter
at an alternative newspaper (the Purissima Voice) to gain basic knowledge of the news-
reporting job to help him understand the object of his observations (news production).

Gaye Tuchman also used the participant observation methodological approach in her
study in the course of ten years of the workings of a television station (NEWS), a newspaper
(Seaboard City Daily), The New York City Hall Press Room and the coverage of the women’s
movement by New York City reporters and writers.

Edward Jay Epstein combined direct observation in editorial meetings and structured
interviews with news correspondents, news editors, producers, technicians and news
executives in his 1968 research on organizational constraints in national TV network news,
which he later compiled in his book News From Nowhere.

Participant observation falls in the category of methodology known as interpretative

social inquiry, which has been practiced in a number of social science disciplines, especially
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in sociology. This technique comes from Weber’s classic formulation of sociology: “ a
science which attempts the interpretative understanding of social action in order thereby to
arrive at causal explanadon of its course and effects.” (Jensen and Jankowski, 1991) In
essence, interpretative social inquiry is the analysis and interpretation of meaning that people
give to their actions, through empathic understanding.

From this main branch of social inquiry, ethnomethodology and ethnography both
have been used as an approach in media studies. The first seeks to identify the rules people
apply in order to make sense of their world. The second stems from anthropology and its
main concern deals with cultural forms in the widest sense of the term,

Major works cited in the literature review have used participant observation as their
main method of data collection. It has been proven to be a good method to gain
understanding in the workings of a news organization, despite certain liabilities that the
method itself imposes. There is the danger of rescarchers loosing their identity as scientists
due to the interaction with the group studied and putting their own objectivity at risk.
“Participant observation obviously has its limitations, but it also is fascinating and
sometimes it leads to extremely interesting insights about members of the groups being
observed.” (Berger, 1998)

The purpose of this study is to gain understanding of how a photography department
operates in order to produce superior visual journalism. From an organizational point of
view, this study aims to identify which management and operational structures favor the
creation and use of superior visual journalism content. As demonstrated by other media
sociology researchers, participant observation is most likely to provide a good data-collecting
instrument to understand how and why a particular management style favors high quality
visual journalism.

This study’s method design is based on a study done by David A. Craig, which
explored, through the eyes of copy editors from the Daily Oklahoman (Oklahoma City), the
factors that shape the quality of editing on the central copy desk.

Craig concentrated on the central copy desk, which handles local and wire news,
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including business stories, along with some features. He chose 13 of the 18 staffers as his

sample. Craig combined his observations at the desk with longer interviews with the staffers.
These interviews explored the most important influences in quality.

The copy desk and the photo department in a newspaper share similarities in that
they both work producing and revising content for most sections of the newspaper.

This study will be done at The Hartford Courant (Hartford, Conn), a newspaper
known for their commitment to publish high-quality visual journalism projects. The
Courant, a newspaper with a circulation of approximately 200,000 (week days), has recently
won The Angus McDougall Award for Excellence in Picture Editing in the 58th Pictures of
the Year contest, as well as awards of excellence in individual photography categories in this
same contest. Pictures of the Year is one of the world’s oldest, largest and most prestigious
international photojournalism competitions held every February at the Missouri School of
Journalism. (www.poy.org, 2001)

Ohbservations will be done in a period of 14 weeks, one day a week. The day for
observations will be selected depending on the events happening during the week in the
photo department, in order to collect observations from a variety of activities such as pitching
sessions, editing sessions, coaching sessions, layout proofing or ride-alongs with
photographers.

The purpose of these observations is to collect data from all the different activities
and routines that the photo department and its individual photographers engage to produce
and publish visual story packages. Through these observations, the researcher hopes to learn
which routines help produce superior visual journalism projects, and why these routines
work.

From the photographer’s side, it is important to learn which and how they use
routines at the newspaper; how they manage to produce images for the daily news while at the
same time manage to work on long-term photo projects. These routines should cover tasks in
pitching stories, doing research, shooting, relationships with fellow journalists, and follow-up

work. It is important to learn about their level of comfort working under these routines and
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listen to any suggestions, comments or criticisms on these routines from the photographer’s

point of view.

It is necessary to observe routines from the editors’ side as well. These routines
include tasks in coaching photographers in shooting, assigning photo requests, managing
photo requests, film editing, pitching stories, doing research, communicating with other
newsroom departments, and follow-up work. Comments, suggestions and criticisms from
editors about the department’s work method will be collected as well.

Observations from both shooters and editors points of view gives a broader spectrum
on the photography department operation. To complement the observations, interviews with
department heads will be conducted on how work relationships operate. These interviews are
aimed to understand what makes the process work and what are procedures that get in the
way or what procedures could be improved to make things work more efficiently. A
comparison between the opinions of department heads and staff’ photographers would give
interesting contrasts and valuable conclusions about how routines work at the Hartford
Courant photo department.

The following list has been compiled as a general guide to direct the observations

that would answer the main research question.

Photo department structure:

» Department heads and managing style.
«  Duties of the department heads.

+  Number of workers in the department.

«  Role of editors and staff photographers. (is there any division of labor)?

Work schedules and tasks:

*  Photographers” schedules.

+ Division of staffers to produce photos for specific newspaper sections (if any)



Individual photographers working style:
*  Number of photographers that consistently get involved in time-intensive photo projects.
*  Number of photographers that just work on daily assignments.
*  Work styles of photographers doing photo projects.

*  Procedures in reporting and coming up with a photo-driven project idea.

Starting a photo project:
*  Ways the photo department supports their stafl in coaching and producing projects.

+  Division of labor to accommodate both projects and daily assignments.
* The role of the photo editor in this stage.
* The role of the photo director {if any) in this stage.

The pitching sessions:
*  Procedures to communicate the photo project 1o editorial / design staff.

+  Relationships between the photo department and editorial £ design staff at this stage.

+  Planning publication dates, assigning photographers and reporters,

Work in progress:
*  The film editing process.

* Photo department involvernent in coaching to produce a better photo project.

« Editorial / design staff involvement in the selection of images or direction of the project (il any).

+ Photographers and reporters work relationship.

+  Other staffers contributing in the project, if any (graphics artists, city editors, designers).

Putting it all together:
* Photo departments supenvision (if any) on the design of the product.

+  Photo department / design department work relationships.
* Roles of photo editors and photo director at this stage.
* Raole of the photographer at this stage,

* Photo department / production department involvement in the products output.
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Photo department in the newsroom structure:
-

Reporters’ impressions on working with photographers in photo-driven projects.

*  Managing editor's impressions on the role of the photo department for newspapers image.

Historical Background:

* How long has the newspaper been known for it’s photographic excellence?

« How has the newspaper changed in its attitude towards photography?

« Ifthere was a change, how was it before the change?

«  Are there any changes happening nowadays for improving visual journalism content in the newspaper?

The participant observations done at the Hartford Courant are intended to obtain
detailed insights on the workings of this one photography department. Yet it is possible that
other photo departments in visually oriented newspapers use diflerent work methods and
routines that are equally successful in publishing photo-driven projects.

In conjunction with the observations at The Courant, in-depth interviews will be
conducted with two photo directors out of the following newspapers: The Spokesman Review
(in Spokane, WA), Copley Newspapers (Chicago, IL), The Virginian-Pilot (in Norfolk, VA,
the Concord Monitor (Concord, NH), The Charlotte News and Observer (Charlotte, NC),
The St. Petersburg Times (St. Petersburg, FL), The Palm Beach Fost (West Palm Beach, FL)
These newspapers were selected for their reputation of strong visual newspapers, as
demonstrated by obtaining awards during the 58th Pictures of the Year competition in the
newspaper editing categories.

For these interviews, general questions will be asked addressing the issue of

production and publication of superior photo-driven projects.

» What positions are involved in averseeing the visual conlent and presentation of your
newspaper (please brigfly describe what they do)?
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* In what ways does your paper's lop management support the overall quality in viswals?

* How does the photo department work and commumicale with other departments when you

work on visually driven story projects?

These interviews will aid to provide with broader understanding of specific routines
that contribute to the publication of photo-driven journalism at top newspapers in the United
States. The inquiries also will help to find commonalities and differences in these routines at
the different newspapers.

The use of multiple methods for collecting data is known as triangulation. It is
employed in order to obtain more encompassing data around a single object of study, as
researchers like Webb et. al and Denzin have suggested (Jensen and Jankowski, 1991). The
former authors explain that no single measurement method is perfect, thus it is necessary to
use multiple methods to compensate for individual method flaws. The latter author
addresses the issue of multiple methods is a possible antidote against biases introduced by
the use of single data-collecting methods by a researcher.

Triangulation neither provides more valid results than a single research strategy, nor
it guarantees that it will counterbalance the weaknesses of single methods when combined
together (Jensen and Jankowski, 1991). But triangulation can help in constructing a more
encompassing perspective on specific analyses, what anthropologists call “holistic werk™ or
“thick description.” (Jick, Geertz in Jensen and Jankowski, 1991)

As explained before, the main goal of the in-depth interviews with two more photo
directors is to gain a more general understanding of the routines that favor the production
and publication of photo-driven visual journalism. Interviewing can effectively provide with
detailed information about the workings of other newspapers that are far away from eacl
other, This method can provide with unexpected information that other forms of rese
might not discover. (Berger, 1998). Also, in-depth interviewing gives the researcher enc
flexibility to adapt the line of questioning to more specific areas of interest to the resear

or generalize on topics. (Berger, 1998) Interviewing is said to be the most efficient and
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best form to collect data for the study of organizations, even more than participant

observation. (Zelditch, in Jensen and Jankowski, 1991) Yet, it is agreed that participant

observation is more than adequate for this same purpose.
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THE HARTFORD COURANT: AN INTRODUCTION

Founded in 1764, The Hartford Courant proudly announces itself 1o be the oldest
continuously run newspaper of the United States. The Connecticut Courant started as a
weekly, and was founded by a printer named Thomas Green. In 1837, the Courant change
its name to The Hartford Courant and became a daily publication. The paper survived the
Revolutionary war, sided with the new Republican Party after Abraham Lincoln visited the
City of Hartford. Back when the country was divided over the issue of slavery the Courant
communicated the major events of the 20th century —such as Armistice day in 1918 and the
first man to land on the moon in 1969 to readers in the state of Connecticut.

Today, The Courant is the state’s largest newspaper with a weekend circulation of
approximately 300,000. The paper concentrates on news from central Connecticut, with nine
bureaus across the state, plus one in Washington DC.

As evidence of the paper's commitment to quality journalism, The Courant has won
two Pulitzer prizes, one in 1992 for explanatory journalism for stories on the flaws of the
Hubble telescope and one in 1999 for breaking news reporting for the in-depth coverage of a
shooting incident at the Connecticut Lottery the year before.

In visuals, the Courant has won six awards on photo editing categories in the Pictures
of the Year competition held by the Missouri School of Journalism, including the Angus
McDougall Award of Excellence in 2000. Individual photographers from The Courant have
also won awards for their work in PoY, like Bradley Clift and Cloe Poisson. In newspaper
design, the Courant has been recognized for outstanding design in the 22nd edition of SND's
Best of Newspaper Design competition, as one of the best designed newspapers of 2001 .
Today, The Courant could be considered a haven for photojournalists, designers and

graphic artists because of its commitment to superior visuals. But this wasn't always the case.
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THE PHOTO STORY

Photographer John Long, who has worked for The Courant for 30 years, explained
that during his earlier years at the Courant, the paper's attitude towards visuals was that of an
old-style news organization. "They ran the pictures small; they made us shoot up to three or
four assignments in a day ... It was just a big mess," Long explains. Tony Bacewicz, another
photographer at the Courant, explained that shooters used to do photography for both the
news and advertising departments. He also mentioned that there was no such position as a
picture editor, and that film editing was left to the photographers themselves. "There was a
chief photographer and the rest of the shooters. When we selected the pictures and printed
them, we handed them over to the corresponding news editor and they would take it from
there," Bacewicz says.

During these years, pictures ran no bigger than four columns on an eight-column
grid, the photographers said. Picture pages were extremely rare and picture usage was usually
deficient. The photo department usually had no involvement in news planning meetings.

These explanations on how the photo department functioned indicate that during the
early to late 70s, a traditional newspaper managing style was in place at the Courant.
Decisions and information were given in a vertical fashion, where the top managers decided
how news was to be covered and presented. Visual departments (photo, graphics, design)
acted more as service units for word journalists, and teamwork between departments was
practically nonexistent.

Interviews with photographers Long and Bacewicz, who has worked with the Courant
for 25 years, indicate that the first changes in visuals started during the early 80s. It was then
when the Times-Mirror Company bought the paper from local owners. The new management
introduced the first changes in visuals departments, as their attempt to modernize the paper.

Steve Rice was the first hired Director of Photography under Times-Mirror Co.
ownership of the Hartford Courant. Bacewicz explained that Rice introduced such changes as

bringing hired picture editors to the department, using bigger photographs in layouts, giving




82
feedback to photographers for their work, and an overall improvement on photo use in news

pages.

Randy Cox, hired as AME for Graphics and Photography under the second
generation Times-Mirror management in the mid-80s, succeeded Rice. With the support of
Managing Editor Marty Petty ~who believed in the power of visuals in print journalism— Cox
was successful in making Graphics and Design departments work in collaboration with the
photo department for the first time, mainly because of his interests both in photography and
design. Cox also was able to hire more picture editors and bring talented photographers to
work for the Courant. Tt was under Cox's direction of the photo department that "there was a
boost in photography in general at the paper,” according to Tony Bacewicz.

These changes at the Courant coincide with observations made by Utt and Paternack
in the mid-80s of the changes in newspapers towards the visual aspect of print journalism.
The authors noted that during this period newspapers started using more and larger
photographs, valued newspaper design as a resource to attract readers, introduced info
graphics (where illustration and information are combined as one storytelling device) and
color use in front pages and section fronts.

These changes in the visuals departments at the Courant brought the first awards for
their work starting in the early 80s. As early as 1982, the Courant began receiving awards for
photo use in the Northern Short Course photojournalism competition, a news photography
contest for North-Atlantic state newspapers. Courant photographer Brad Clift was named
Photographer of the Year in the 44th. Pictures of the Year (PoY) competition in 1987. In
1989, the Courant got its first editing prize in PoY with a second place in the picture-editing
category. Since 1995, the Courant has consistently placed in the photo-editing categories in

every edition of PoY.

PRESENTATION, A MASTER ROUTINE

In the literature review it was established that nature of news and the news gathering
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process pushes organizations to engage in routines that facilitate this task. These routines

aim to make the news gathering as efficient as possible, due to the unpredictable nature of
news. It was also established that these routines are a key factor in shaping the way news is
presented to audiences.

In establishing differences among competing news organizations, a particular set of
routines is perhaps what makes a newspaper unique or gives it competitive advantage over
other newspapers. The New York Times is known for its excellent reporting and writing. The
USA Today was known for revolutionizing the way news was presented in the mid-80s with
its use of color and the creation of info graphics. Copley Newspapers are known for their
quality in visual reporting.

The Courant's commitment to the quality of their presentation is what makes this
paper stand out among others in the region. "We consider visuals as content, just the same
as a written story is content," said AME for Photography Thomas McGuire. Consequently,
both AME for Design Christian Potter-Drury’ and Director of Photography John Scanlan
agree that the way that the paper looks is part of its personality. "Sophisticated visuals in a
newspaper can attract readers... It sells papers!" argues Potter-Drury, who is responsible for
The Courant’s current design style. Scanlan supports this idea of the power of visuals, and
he also believes that anyone can sense the quality of any product just by its appearance.
"Look at one of those new Macintosh laptops, they're sleek, the design is pleasing to the eye
and that gives a certain image of quality, "he says.

But it's not only that the Courant has a commitment to superior visuals, or that
they've hired talented staff in photo, graphics and design departments. It is that holistic
approach implied the concept of presentation that gives them the competitive edge.

Much like the WED system proposed by Mario Garcia and Roy Peter Clark, or the
maestro approach created by Lelan Ryan, The Courant’s approach to news favors teamwork,
communication between departments and the constant quest of editors and reporters to come

up with the best way to present the news to its readers. Presentation is definitely part of the

" Christian Potter-Drury no longer works for The Hartford Courant.
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message that the Hartford Courant gives to its readers.

Observations suggest that the concept is a part of the newsroom culture. Picture
editor Toni Kellar explains that while her job is to work with writers in coming up with the
best way to tell their story with pictures, many of them already understand what they need to
look for when they put in a photo request. "With some reporters, there isn't much to figure
out. They already know what we at the photo department are looking for and that helps us to
get ahead in the game," she adds.

Word editors will usually approach picture editors or designers at their desks or in
hallways to talk about a specific assignment they are working on to give suggestions, exchange
new information that could be useful to them, or get feedback from visual journalists. These
short and informal meetings work as a communication tool so each journalist knows what
others working on the same projects are doing. This constant communication among people
shows that The Courant favors teamwork as a routine for the production of news. Moreover,
people in the newsroom are already familiar and comfortable with this routine, so it comes
natural to them.

In observations made during several daily budget meetings and the eleven-day
planning meetings, editors constantly made references to the way stories were going to be
presented in the paper, rather than just concentrating on individual elements like words,
pictures or a particular layout. On a certain story on the mayoral race in Hartford, editors
debated on how to present the story using two photographs on each of the two contenders
while trying not favor any particular candidate. In this meeting, editors agreed that they would
run one of the photos six columns wide and the other one —a tighter shot— four columns wide
but balance the images by placing the bigger image down on the page and the smaller one
higher up to, as an Art Director Rick Shaw puts it, "use the geography of the page to work for
us."

But, it is also apparent that this style of teamwork is the default routine for news
pieces that require greater-than-normal journalistic efforts. People will have these meetings

for a photo essay on a feature section front, an Al centerpiece that goes with photos and
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graphics, a Northeast Magazine cover story, or any other news project that people invest a lot

of time and effort working at it. Smaller pieces like an A section inside story will not
necessarily require such coordination. Editors will decide when to have one of those

meetings based on the story's prominence, play, and just plain common sense.

TEAMWORK AT ITS BEST

During the night of Sept. 11, after the terrorist attacks in New York City, editors
worked until 1 a.m. to complete what would be considered an historical issue of the Hartford
Courant. Even in these moments of tremendous pressure, it was evident that commitment to
good presentation was a very important part of this newsroom's culture and would not suffer
under less-than-perfect conditions. At 8 p.m., samples of the 24 pages of news hole were
displayed for the top editors to review. The Courant's Managing Editor Ciff Teustch looked
at the samples and was pleased with the use of photos and graphics. But the paper's editor
Brian Toolan considered some of the inside pages to be "too gray" (too text-heavy) and
recommended stories to be cut and layouts to be changed. "How many times do you hear a
word editor suggest cutting stories so photos and graphics can be played bigger? This is what
makes this place unique," says Thomas McGuire.

During the following days after Sept. 11, editors held meetings to plan the coverage of
the story in the days to come. Editor Brian Toolan again emphasized on the need to rely on
photos and graphics -elements of presentation- as part of the newspaper's coverage. "Of
course, photos and graphics will run huge. We will rely on them to make the paper look
good," editor Brian Toolan said during a planning meeting on Sept. 12.

These observations, both done during slow and intense moments at the newsroom,
reflect that journalists at The Courant understand the added value of good news presentation.
Visual journalists are respected for their work, and how they go about doing their work.
Reporters understand that photographers must invest time to come up with a compelling

image. They also understand that photographic moments happen at a different time and pace
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than the interview process. Designers, illustrators and graphic artists are given the time and

creative freedom to experiment and come up with good solutions to display stories (all within
the parameters of the design style book)

In the same spirit, visual journalists understand that their way of seeing the news is
different to that of a word journalist and they work with those differences rather than

antagonizing with reporters with no visual skills.

THE IDEAL PHOTO DEPARTMENT. AN OVERVIEW

Photography, together with graphics and newspaper design, are the visual elements of
newspaper presentation. Good presentation is directly influenced by how well editors blend
different flavors of content (visual and non-visual). “You have to have somebody that is
responsible for adjusting the ‘volume’ of visual elements on the news page -photos, graphics
and layout-,” says director of Photography John Scanlan. “You can’t have everything being
always loud all the time because you wouldn’t be able to process all that information.
Presentation is where you choose to give more play to photos, graphics or design; it is where
you adjust the volume of your visuals.”

As director of Photography for one of the most successful visually oriented
newspapers in the United States, Scanlan believes that in a newspaper context an ideal photo
department should include three types of key positions in order to favor a more visual
approach to news coverage.

At the top, the department direction should be the link between a newspaper’s top
management and the newsroom personnel in order to support and enforce the visual
approach in news coverage. "If you do not have support from top management, it would be
like constantly pushing a rock up a hill," Scanlan says. In this sense, the top positions in the
photo department have the task to reaffirm top newspaper management of the added value in
producing superior news photography by delivering quality photojournalistic projects, and be

the communicators of this policy to the newsroom staff so to inspire other journalists to help
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create these quality projects. "Leaders in the photo department should act as preachers,

constantly educating others in the newsroom to understand the value that photography adds
to print news coverage,” Scanlan says.

Photo editors serve as liaisons between photo and other departments within the
newsroom. By brainstorming with other journalists in the newsroom, photo editors discuss
and communicate others the best way to make the most out of a photo assignment and photo
use. "Editors in photo departments act as point persons within the newsroom," Scanlan said.
Photo editors are expected to develop a relationship of trust between reporters and the photo
department, so it is the first place where reporters take their story ideas to explore
photographic possibilities in a news project. In this manner, non-visual journalist trust photo
editors' decisions that have to do with photo use.

Evidently, photographers are the journalists on the field responsible for creating
images for the newspaper. "You have to have good shooters to display good photography in a
newspaper,” Scanlan said. According to the photo director, it would be extremely hard to
convince top management and the newsroom staff the need to work together with the photo
department if photographers do not keep their end of the bargain.

The Hartford Courant's photography department consists of assistant managing
editor for photography Thom McGuire and director of photography Scanlan in the top
positions; six picture editors, twenty photographers, 6 lab and image technicians, and a

photo department assistant.

DEPARTMENT STRUCTURE

AME / Photography Thom McGuire: As Assistant Managing Editor, Thom
McGuire sees himself to be the voice of the photo department to all other departments, both
inside and outside the newsroom. A large part of his duties include dealing with business
decisions that affect the department (budgeting, hiring, purchases), but McGuire also gets

closely involved in special photo projects as a photo editor and liaison between the photo
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and design departments, mainly because of his good working relations with AME for Design

Christian Potter-Drury. During observation periods, McGuire teamed up with picture editor
Toni Kellar, photographer Richard Messina and AME Christian Potter-Drury for the special
project "Ballouville," a 12-page special report on a northeastern Connecticut town. McGuire's
role was that of a supervising photo editor, working with Potter-Drury in the final presentation
of the piece, as other picture editors work in conjunction with designers in photo-driven
projects.

Being an Assistant Managing Editor means that he has equal footing with all other
managing editors in the newsroom, and has the authority to make final editorial decisions on
the news product if they are called for.

Director of Photography John Scanlan: Scanlan's position includes overseeing
and managing the department’s resources, as well as the role that photography plays in the
newspaper. As a part of his job, Scanlan attends budget meetings to keep track of stories and
photo use. He also constantly brainstorms with other picture editors on the best way to make
use of photographs in the newspaper, but trusts most of those decisions to ecach individual
picture editor. "You develop a relationship of trust with the picture editors, and you trust
their judgment on their decisions,” Scanlan said. Finally, he keeps AME Thom McGuire
informed of decisions taken in the photo department that have to do with photo use.

"Thom and I set the tone and direction of what is expected from the photo
department in the newsroom, " says John Scanlan explaining the nature of the two top
positions at the photo department. As Scanlan explained, these two positions serve as a link
between top management and their department's mission as part of the newsroom. This
mission is to show other workers in the newsroom that photography (and visual content) has
journalistic value. "We constantly work to get this message out (in the newsroom)."

In the day-to-day routine, Scanlan and McGuire work as a tight unit. They constantly
have meetings over photo use, coverage and the department strategic planning. They keep
each other informed on what they are working on. Constant communication between each

other, as well with the other photo editors seems to be a key element for their success in
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maintaining The Courant’s photo philosophy.

PICTURE EDITING

Origination, where it all starts: Perhaps one of the key gaps between visual and
non-visual journalists closes with the aid of the dayside origination picture editor position. At
The Courant, editors Toni Kellar and David Grewe hold that position® . In essence, the
origination editor's works during the day (usually 9 am. to 6 p.m.) and it is his or her job to
work with reporters and do the visual thinking for them when they place a photo request for a
story they are currently working on, according to Kellar. "We are hired to do the visual
thinking; we come up with an angle or approach to shoot pictures for a story. We want to
enhance this story by adding visuals with content," says Kellar.

Kellar, who has worked for The Hartford Courant for ten years an held the
origination editor position for over six years, explained that when she worked as a night-side
picture editor she noticed that often photographers were handed assignments scheduled at
less-than-perfect moments. This fact would make it difficult to make compelling
documentary-style photographs. "It's too late to make a good edit when the photographer was
sent at the wrong time to shoot an assignment,” Kellar says.

Writers would often schedule photo requests at times when the subjects were not
involved in their daily routine, or when writers were doing their interviews. These conditions
would render static, dull, unnatural-looking images that contributed little in visual content.

Kellar suggested then that a picture editor should be involved at the beginning of the
process helping and educating non-visual journalists in identifying the best moments and
situations to do photographs for a story. With the support of the Photo department manager
Thom McGuire, in 1994 the new position was created to fill that gap.

In the day-to-day work, the origination picture editor receives photo requests from
reporters to be reviewed before they are scheduled. The editor checks to see if all the

information on directions, contact phone numbers and story summary is complete and

“Toni Kellar no langer works for the Hartford Courant. David Grewe moved to night-side and is currently the
Zones picture editor. Stephanie Heisler switched from being the A-1 picture editor to dayside/ origination.
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accurate. He or she later proceeds to weigh the visual potential of the photo request against

scheduling possibilities. "Often we get photo requests that raises a flag for us. We get in
touch with the reporter and interview him or her to come up with better options for us to
shoot. We tactfully point out why the photo request does not work for us and then proceed to
come up with a better solution... Together," Kellar explains’ .

Kellar notes that visual journalists should keep in mind that not all reporters think in
visual terms. "Instead of expecting writers to come up with superb visual ideas, we should
respect everyone's strengths and weaknesses and work as a team to produce better content,”
she said.

But as dayside editors, Kellar and Grewe are also responsible for “getting the game
plan going,” as David Grewe puts it. Dayside editors will attend the early budget meeting and
will communicate with other editors of their photography budget during the morning meeting.
Dayside editors are responsible of keeping track of breaking news situations and dispatching
a photographer whose only task is to respond to unscheduled breaking-news situations. They
will handle and schedule any general news assignments from press releases sent to the
newsroom. In brief, dayside editors use their news judgment to handle visuals during the
morning hours.

On the receiving end: night-side picture editors. Editors Bill Sikes and now
David Grewe work from 3 p.m. to 12 a.m. on the main desk, handling the photo budget for
the next day’s paper. It is their responsibility to edit film from the day’s assignments
(although theoretically any editor can edit film if the editor is available] and work with A-
section designers on photo usage.

Bill Sikes, who has worked with The Courant for over four years, explains that night-
side photo editors’ responsibilities include signing off on final crops on pictures, and
deciding what play the selected images will have on the pages (choosing a lead image and a

secondary). They will also revise layouts before the pages are sent to the press, checking that

* Dayside editors will reject, unless they have extraordinary news value, photo requests that call for
photographing pseudo-news events like inaugurations, award ceremonies or press conferences; they will
also reject requests for building mug-shots or stakeout situations. In brief, they will reject any request
where they consider that picture possibilities are limited.
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photos and captions match with the corresponding stories. Nightside photo editors can

make changes on layouts if they consider that a photograph is not used appropriately.
“Usually we don’t have a lot of photo-use conflicts between the A-section designers and us.
If there is a problem, we will work together to find the best solution before the page is sent to

" says Sikes.

the press,’

Having a picture editor on the main desk at night means that the photo department
has control of the visuals from the beginning of the process (origination) to the end
(publication) in the A-section. As a side note, the Courant’s weakest section in photo use
—according to McGuire, Scanlan and Sikes— is Sports, mainly because they don’t have a
picture editor working closely with them at night, when the pages are laid out. “Sport pages
will often have redundant images because there is no one there to supervise picture selection
and usage,” says Sikes. Financial cutbacks has forced the photo department to eliminate the
Sports editor position, according to Scanlan.

The two night-side picture editors divide their work as follows: Bill Sikes' handles
picture editing for the front page of The Courant (he also supervises picture use in the A-
section and Business section® ). David Grewe is the Zone® s picture editor, editing the Town
News page for each of the nine zones the the Courant prints each day, plus the first run or
“bulldog™ edition.

Features and Northeast Magazine: JoEllen Black and Bruce Moyer work as
picture editors for the features sections and Northeast —the paper’s Sunday magazine-
respectively. Given the timeliness of feature stories and long-term projects, Black and Moyer
work in origination as well as supervising the use of visuals in the final product. They both
have the opportunity to sit in planning and budget meetings with writers and designers, and

they work closely with designers —even more so than in the A-section— on the final stages of a

photo-oriented package. Moyer explains that there is definitely more planning in the early

* Sikes moved from Zones picture editing to A-1, substituting Stephanie Heisler who now is in dayside /
origination.

* Lab Technician Beth Bristow is currently working as the Business Section picture editor.

* The Courant divides its central Connecticut coverage in nine zones. Each zone gets its dedicated local-
news page with usually a photograph as centerpiece art.
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stages of their news pieces than in the A-section. “Our projects are usually more long-term,

so we have the opportunity to plan ahead and change the direction of our projects while we
work on them. We don’t have to be as reactive as it happens in daily news,” Moyer adds. In a
sense, Moyer and Black follow a team approach and a work scheme that is closest to the
WED or the maestro approach.

Because of the different timeframe of feature projects, Both Moyer and Black are
more careful of the appearance of the visuals. In Northeast, Mover encourages photographers
to experiment with different formats and different approaches, even those that steer off from
documentary photography, in shooting a project for the magazine. “It definitely gives a
different feel to our stories. In a magazine like Northeast you have to be careful to not end up
looking the same all the time,” Moyer adds.

As an example of choosing different approaches in shooting, photographer Jay
Clendenin recently finished a story about the last days of Hartford Mayor Mike Peterson
office. The project was shot with an off-the-shelf Polaroid camera and lighted with off-camera
strobes. Clendenin says that both he and editor Bruce Moyer came up with the idea and,
Clendenin adds, was a great solution for the story. He was able to get more access with the
mayor because the subjects could see some of the pictures immediately.

Despite the more experimental nature of photography work for these to sections of
the paper, origination and picture editing in features an the Sunday magazine is done
following the same principles that the A-section uses to deliver good photography for The

Courant,

PHOTOGRAPHERS AT WORK

Photographers at The Courant will usually have an eight-hour workday, for a total of
40 hours per weck. Each photographer will work on any of the three different shifts: morning
photographers will work from 9 a.m. to 6 p.m.; midday shooters will work from 11 a.m. to 8

p-m. and those working evenings will go from 4 p.m. to 12:30 a.m. These shifts cover all
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days of the week. This means that at any given time there is at least one photographer

working on assignments for the paper.

Editors and photographers will agree on a weekly schedule that suits both the
shooter’s personal needs and the paper’s staffing needs. This means that a photographer can
work different shifts every day of the week. Staffers will rotate their shifts every other month,
so that all shooters get a chance to work a variety of news situations, rather than having the
same people shoot the same kind of events due to scheduling.

Editors will schedule an average of two assignments per day and usually will try to
plan ahead to have a schedule ready at least a day in advance. Editors have found that two
assignments per day is the ideal work load for staffers’ . “We don’t want to overwhelm staffers
with so many assignments that it compromises their creativity and their work starts to suffer,”
says editor Toni Kellar. “You also have to consider travel time and all other factors that go in
the production of news photography,” Kellar adds. Since The Courant covers news virtually
statewide, traveling time becomes an important issue to consider when putting together the
daily schedule.

These are general staffing guidelines at this paper. They are flexible enough that
permits the photo department to adapt and compensate for photographers on vacation, or
those taking personal days, assignment substitutions, breaking news situations or special
news-project staffing needs. If the flow of news requires extraordinary work loads,
photographers that work overtime will usually be compensated with additional days off their
regular schedules.

Parallel to everyday photo assignments, Courant photographers have been recognized
by constantly publishing in-depth documentary photography projects. At any given time,
editor Bruce Moyer estimates that about ten of the twenty staff photographers can be involved
in various stages of photo-driven projects alternating with everyday photo assignments.

These photo projects are usually generated by the photographers themselves or by the photo

" Director of Photography Peter Cross from the Palm Beach Post (West Palm Beach, Fla.) and photo editor
Dan Habib from the Concord Monitor (Concord N.H.) also agree that two assignments per day is the ideal
number of assignments for a newspaper photographer. It allows enough time for creative exercise and
traveling needs.
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editors, but ideas may come by other journalists in the newsroom.

Although Moyer admits that this is not a requisite for Courant photographers to
produce a certain number of photo driven projects per year' , there is a certain pressure to
deliver these projects, or at least a favorable atmosphere that encourages photographers to
work on them. Director John Scanlan explains that the way the paper motivates
photographers to produce visually oriented news projects is by offering favorable conditions
and showcases for this kind of work. “We give photographers the time, the space and the
support but we hope that photographers will motivate themselves to work on personal
projects,” says director John Scanlan.

Most photographers consider researching and working on personal projects a
valuable opportunity for them to exercise their journalistic skills. In a sense, pursuing these
news projects is part of the culture of the photo department; it is expected from them just as
writers are expected to be close to their beats and come up with original story ideas. In brief,
these long-term personal photo-driven projects is what defines and separates a true
photojournalist from “just a photographer,” or a technically savvy shooter that limits him or
herself to working photo requests. The projects allow photographers to pursue their own
journalistic interests. “When you work on your own projects, you end up owning the story, as

opposed to just being in a supporting role for other people’s work,”

says photographer
Michael Kodas.

Yet staffers will not work on self-generated in-depth documentaries exclusively.
Project ideas can come from other journalists in the newsroom and picture editors will offer
them to whom they consider the best photographer suited for the job. “We consider their
shooting style and their personality when we talk to a photographer,” says editor Toni Kellar

about assigning these projects.

® Moyer estimates that of all 20 staff members four or five of them will constantly pursue their own projects,
ten will often work on these projects and the remaining photographers rarely get involved in longer-term
photo essays or stories.




RESEARCH DISCIPLINE

Every photographer has his or her own particular method for researching stories. But
in general terms, a healthy dose of curiosity and a discipline to consume news and
information is the starting point for most photographers, says staffer Michael Kodas.

Kodas admits he is a “news junkie”; he consumes every bit of news information he
can to get story ideas. “I read a lot and keep myself informed on the things that interest me...
I'm constantly researching for story ideas,” he adds. Photographer Rick Hartford says that
while being well informed is a great stimulus for story ideas, he is not the constant researcher
that Kodas is but still manages to have his plate full with his projects. This is to show that
there is no single research method that proves to be more effective.

Often, photographers working on an everyday assignments realize that the very
assignment they are working on could be better told with a photo-driven approach. Kodas
remembers one particular story where after spending a couple of hours working the
assignment he realized the visual potential of it and asked for more time to pursue it as a
photo essay. It was this story about a Bosnian Sunday muslim school. As soon as I got
there I saw how this story could be better told visually and we ended up running a picture
page with the story,” he says.

As it is usually the case, working on these projects will often open doors for more
story ideas. A successful project will often have several spin-offs that can be developed in
complete photo projects later on, as subjects or people interested in the overall theme will
offer the photographer additional information, facts or contacts.

As an interesting fact, photographers at The Courant will often gravitate towards
projects that touch their general interests: outdoor life and mountain climbing for staffer
Michael Kodas, sailing and automobiles for Stephen Dunn, ballet for John Long. Rick
Hartford believes that working on areas of a photographer’s specialty areas does not
necessarily guarantee better results, but it helps because of the added bonus that comes from

having sufficient background information.
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A very important part of story researching lies in the photographer’s people skills.

Kodas and Hartford agree that among the most helpful researching tips and yet quite
overlooked are getting to know people and being a good listener. “You have to get out of the
car. You have to be there —where stories happen . You have to meet the movers and shakers
because these people will steer you in the right direction when you're working on your

projects,” says Kodas.

SELLING STORY IDEAS

Photographers working on the field constantly talk to their editors about possible
ideas for photo-driven projects. Photographers and editors discuss the feasibility of turning
an idea into a complete project, the general direction a project should take and possible
outlets in the paper. These conversations are rather informal, where there is no need to call
for a meeting to have them. An e-mail or a quick talk at the editor’s desk will be sufficient to
get things started for a photo driven project. It is not uncommon for photographers to
communicate their ideas also to AME Thom McGuire or Director John Scanlan. In these
cases, McGuire and Scanlan are seen more as picture editors that can give valuable advice on
how to proceed with a project. All these dialogs work seamlessly, showing once more that
this is a well-established part of the department’s culture and working routines.

In these early stages, photographers and editors will set tentative goals on details
such as project size, publication dates, section placement and even aesthetic considerations
such as doing color or black and white photography. Editors can and will act as managers or
gatekeepers on what the size of the project should be, depending on their experience and
what intuition tells them. As Bruce Moyer explains, most procedures and work routines at
The Hartford Courant are not exact science. Most of them are done by intuition and
COMMOoN Sense.

Staff photographers will team up with a picture editor they feel comfortable working

with, whether it is the corresponding section picture editor or not. The photographers are
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free to pick who they work best. It is not uncommon for a dayside news picture editor to work

on a feature story or vice versa. At The Courant, each picture editor supervises five staff
photographers to monitor their performance and guide them in achieving their yearly goals.
Often photographers will choose to work with their supervising photo editor because they
have already developed a good working relationship.

Depending on the size of a project, the photographer might prepare a proposal —
sometimes as brief and informal as a couple of paragraphs sent by office e-mail or a hallway
conversation— or they can be as detailed and thorough as a written piece for a news story.
It’s a matter of individual taste and style. But the bigger the project, the more formal the
proposal needs to be. As an example of tastes, photographer Brad Clift usually includes
several images as part of his proposal when he is pitching a project to picture editors. Staffer
Michael Kodas will write a thorough, well-written and carefully reported proposal that
matches any other story appearing in the paper. “I usually work as hard on the proposal as I
do when I go out and photograph; in this stage I've worked pretty thoroughly on my reporting
” says Kodas.

The proposal works as a communication tool for the parts involved in the project. It
lets editors (picture and section editors) know what direction the photojournalist is going to
take with his or her project. It also acts as a kind of contract between departments, as with
this notice they've implicitly agreed to work together for this specific project. Formal or
informal, verbal or written; no news project will get started unless there’s a proposal to work
on. During the observation periods, the researcher had the opportunity to work on two self-
generated photo projects (see journal entries on pp 109-118). In both occasions the
corresponding picture editors (Bruce Moyer and JoEllen Black) requested a brief proposal:
for the feature piece on Enfield farmer Ricky Ouellette, a verbal explanation of the project
idea was made in a meeting with editors Black and Bernie Davidow (Features editor); for the
essay on the western sikh community, a written explanation was sent to Jennifer Frank, editor

of Northeast Magazine.
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SPECIAL PROJECTS AND EVERYDAY WORK

Since The Courant encourages its photographers to pursue personal projects, picture
editors can and will give staffers enough time to work on longer photo-driven pieces. The
paper’s management and newsroom editors understand that quality documentary
photography is very time-intensive, and have no problems with a stafler being separated from
the daily assignments to work on one particular story.

Picture editor Bruce Moyer, who usually puts together the photographers’ schedules,
says although at any given time half of the staff could be working on documentary projects,
not all of them will work on their projects every day. Moreover, each project will have a
picture editor who communicates any staffing issues to Moyer if a photographer needs to
dedicate a full day on a project. “Of course, we need to prioritize all these request against our
daily staffing needs,” adds Moyer. Dayside picture editors are the ones doing the balancing
act, as they have to schedule daily assignments while allowing time for photographers to work
on their personal projects. But dayside picture editors Moyer, Kellar, Grewe (and now
Heisler) are understanding of how time-intensive in-depth documentaries can be beneficial to
the staffers’ motivaton. By the same token, editors expect to see more compelling
photographs from these shoots.

Staff photographer Michael McAndrews believes that working both on everyday
assignments and personal projects is not difficult to accomplish because of favorable working
conditions he has at The Courant, When he works on a documentary photo project, he will
usually dedicate several hours per week to shoot, distributing time in between daily
assignments. “I usually try to dedicate a day in the week to work on a project and then work a

E

couple of hours here and there in the off-periods of regular work days,” he says.
Photographers try to identify the images that are at the heart of the story and then plan to
shoot accordingly, by informing editors in advance about important events or situations for

their stories to avoid scheduling conflicts. In addition, they will revisit a story situation

several times in a week “to capture the nuances of the story,” says McAndrews. In the end,
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the story itself will dictate the amount of time and frequency that the photographer needs to

invest to get meaningful pictures. Fortunately, at The Courant conditions exist for staffers to
have flexible schedules and respond to these needs. McAndrews recommends that any story,
particularly the ones that take big emotional tolls on subjects and journalists, should be dealt
with in “little bits,” as he puts it. “One thing you want to avoid is burnout while you are

shooting,” says McAndrews.

In any case, Courant staffers embark in one or two major projects per year. Michael
Kodas, Rick Hartford, Michael McAndrews and Brad Clift all agree that two major projects is
the maximum they will let themselves be involved, because the time they have to invest in
them. “I have my family life that T value very much,” says McAndrews. “I also like to work on
different kinds of photography, like studio work. I learn more by doing other kinds of
photography.”

While Courant photographers are constantly researching and working on their
personal projects, not all of them are big, in-depth photo documentaries. Courant staffers will

combine these with smaller one-page projects. This variety in project sizes and their daily

assignments gives them a healthy balance in their work.

PICTURE EDITORS: GUIDES, COACHES AND COORDINATORS

Once a photographer starts working on a longer-term photo project, picture editors
will be in close communication with him or her, asking how their work is progressing.
Editors try to keep a sort of mental list of who they are working with on special projects and
how they are doing, Furthermore, each editor will request photographers to constantly show
them their film or takes (if they are working with digital gear) to monitor their work.

Picture editor Bruce Moyer believes that editors are in the best position to help
photographers cover all aspects of a story while they work. “We as editors are not as involved
emotionally in the story as the photographers. We are the ones that take the step back and

look at their work with a different perspective. We can recommend new approaches to get a
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certain side to a story that maybe the photographer hasn’t thought about,” says Moyer. But

one thing is clear. Editors will not let a photographer wait until the end of a project to show
their work. They will remind staffers of their need to see their film and push to set a ime with
them to do frequent edits.

Each editor has a particular way to work with staffers. They do a good effort in
establishing a chemistry to work together. “Every photographer has their particular way of
working with us,” says editor Stephanie Heisler. “Some are very focused and very
independent. Others will look for more guidance while they work. We try to adapt to their
style and they do the same with ours,” she says. This close communication works as a stage
for photographers and editors to discuss their ideas. A photographer can ask for advice on
how to proceed on a story or essay, or even how to take a raw idea and turn it into a project.
Even if they a photographer proposes an open-ended project where it seems at first to have
no clear direction, editors will allow time for the photographers to research and experiment.

As photographers work on their projects, editors will then meet with other section
editors in the newsroom and the graphics desk to discuss and coordinate if a reporter is
needed for the story (to put the reporter up to speed on the project) or if there is any special
need from the graphics department. In this stage, picture editors act again as liaisons between
photographers and the rest of the newsroom, pitching and selling visual story ideas to be
published. Together, visual and non-visual editors decide on possible outlets for these
projects, and schedule tentative publication dates and set deadlines.

This effort of bringing in others to work on a photo-driven project is done as early in
the process as possible. Doing otherwise can make it difficult for other departments to get
fully involved and contribute effectively to the effort.

As photographers conclude their projects, the final editing process begins. By now,
editors have seen most of the film and picture printouts of the selected images are put
together. This editing process is painstakingly meticulous. Editors go over the selected
images time after time and question their previous choices looking for better solutions to tell

the story. Editing is not done based just on the picture’s visual appeal, but also how well it
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plays with the other selected images. Editors will ask continuous questions to photographers

as to extract as much information of the story as possible, so to make the best editing
decisions. Photographers also have the chance to argue the editor’s choices, and it is this
discussion that makes the best edit come to life.

At the same time, picture editors will show the edit in progress to AME Thom
McGuire, or Director of Photography John Scanlan, or both. On mayor photo-driven projects
Scanlan and McGuire act as supervising picture editors and will require to see the edit, but in
most occasions editors will approach them for their feedback. “We usually come to Scanlan
or McGuire for their opinion on a particular edit. While we are not obligated to consult them
on all our edits, it never hurts to hear what they have to say. They are both good picture
editors and it can only help the final product,” says Bruce Moyer.

During observations, printouts of a particular edit would be displayed outside
McGuire’s office and Scanlan and McGuire would gather with several editors and give their
opinions on the choices made. Edits are usually done by consensus between several editors,
photographers and occasionally reporters or designers. Rather than have just one person
work on the final edit, picture editors test their choices by asking around for feedback.

Moyer explains that during the final editing stage, he will have a clear idea of how
many pictures he can include in an edit. He is aware of how much space they will have to
work with and he has already read the story’s text and know its size. If editors feel that they
need extra space for pictures, either McGuire or Scanlan will negotiate with other top section
editors to reach an agreement, because these decisions affect other aspects of newspaper
work such as advertising or production costs.

After editors decide on an edit, they will work together with a designer for picture
placement on the pages. Again, every editor has his or her own particular style in dealing with
designers. Some, like Bruce Moyer and JoEllen Black are more hands-on and literally work
together with designers to produce a layout for a picture-driven project. Others, like
Stephanie Heisler will indicate picture play and suggest an approach if she has one, but will

mostly let the designers “do what they do best,” she says.
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Whatever their approach, editors are expected to oversee photo use in a particular

project layout and no project will be published without a picture editor sign off on a layout.
But again, layout 15 a cooperative effort between designers and picture editors. They both
work together and brainstorm for better solutions to display a story.

These are broad descriptions of general work routines that occur in The Courant’s
photo department. As Bruce Moyer previously described, these routines are not exact
science. People follow intuitively a set of guidelines in place. These guidelines are embedded
in the newsroom's culture and have been assimilated by their journalists. This explains why
they work fairly seamlessly. Procedures are not strictly defined and there is no formal script
that people follow step by step to complete a project. Work routines are based more in
teamwork and discussion rather than rigid instructions. Trust and respect for each other’s

abilities and talents drives this newsroom to work together.

CONCLUSIONS

The Hartford Courant’s particular set of work routines has paid off over time since

the first changes were made in the early and mid-80s. Their efforts in modernizing their
newsroom operations and improving use of visuals have delivered repeated recognition in
photography and design competitions in the United States, such as the Pictures of the Year
contest and SND’s Best of Newspaper Design.

It is then justifiable to examine their work routines in visual journalism as an example
for other newspaper to follow. One should understand that most of these routines are
specific to their case. Still, general guidelines are applicable to other situations.

Both AME Thom McGuire and Director of Photography John Scanlan agree that
support from the newspaper's top management is perhaps the most important factor in
applying their view of news photography to The Hartford Courant. In turn, they are
responsible for convincing top management of the added value of superior news visuals by

constantly delivering quality photography. Obviously, it is the paper’s seasoned photography
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department that constantly produces superior documentary projects and images for the paper

each day. Staff members Brad Clift, Michael Kodas and Rick Hartford all believe thata true
photojournalist continuously strives to produce his or her own projects. This culture inside
the photo department pushes staffers to always look for ideas that translates to picture
projects. It also raises the bar in their photography standards.

This idea on the importance of management support is also shared by Dan Hahib,
picture editor at The Concord Monitor (Concord, New Hampshire) , and Peter Cross,
director of Photography at The Palm Beach Post (West Palm Beach, Florida). In general, top
management support means that the photography departments will have voice in the
newsroom on how their efforts in news coverage can be more effective. It means that section
editors will be receptive to the photo department’s needs to produce superior visuals. It also
means that reporters and editors will respect photography and see it as content rather than
accessories.

Throughout the years that The Hartford Courant implemented changes in their visual
departments, newsroom culture toward the value of visuals also changed. Reporters at this
paper now understand that photos with content will only enhance their story’s impact. And
they act accordingly when they work with the photo department. Writers are receptive to
suggestions that origination picture editors make when they submit photo requests and they
work their best to accommodate the photographers’ needs when they work on a particular
story.

This newsroom culture also understands that news photography is time-intensive.
Reporters and editors know that photographic moments happen at a different pace and are
willing to give photographers enough time to work their assignments.

Again, these facts were confirmed by Habib and Cross at their corresponding papers.
Habib mentioned that Concord Monitors reporters appreciate what photos do for their
stories, and talk constantly with him to write helpful photo requests. Cross described a
similar situation at The Palm Beach Post. Both department heads confirmed that their

photographers are allowed enough time to work on their assignments. Photographers at both
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papers are given no more than two assignments per day on an average day. The same

situation happens at The Courant.

Editors at The Courant understand the difference in approach in covering news that
visual and non-visual journalists use. And their photo department created a position that
understands these differences and works to reconcile them. The origination picture editor
position is in charge of doing the visual thinking for writers and word editors. The Courant’s
success in making word and visual journalists work together perhaps lies in their attempt to
work around those differences, rather than being confrontational about them. As picture
editor Toni Kellar explains, a picture editor or a photographer can’t blame a writer for not
thinking visually.

In general, understanding the differences in how visual and non-visual journalists
work is a key step towards better teamwork between departments. Teamwork, as explained by
authors Mario Garcia and Daryl Moen, will more frequently give better results in news work.
These routines at The Courant promote teamwork between journalists, as it is evident by the
number of meetings and communication efforts as they work on news packages and projects.

The Courant’s photo use is proof that editors work as hard originating visual projects
as they do in producing them. Throughout their changes in modernizing their operations
they created more picture editor positions and that helped improve the paper’s overall
presentation. Picture editors oversee the generation of visuals from beginning to end. Editors
work with designers to pair and display photographs in the best way possible. A-1 picture
editor Bill Sikes and Zones editor David Grewe sign off on final layouts every day before the
pages are sent to the press. In features, Bruce Moyer and JoEllen Black work closely with
designers on photo-driven layouts. Thom McGuire and John Scanlan will have a final word
on each of these projects before they are sent to the press.

The Courant,as well as the Concord Monitor and The Palm Beach Post have the
same kind of control over the generation and use of pictures before publication. At the Post,
a paper slightly smaller in circulation than The Courant, they work with the same number of

picture editors that care for picture generation and use. The Concord Monitor is a
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considerably smaller operation than these two papers, so photo editor Dan Habib works as

the only supervisor of picture use. Yet he still manages to make final recommendations on A-
section news pages, and designs the picture pages himself of their photo-driven projects.

As far as reporters’ attitudes towards photography work at The Hartford Courant,
they appreciate the professionalism and the quality of the visuals as a general rule. AME for
News Bernie Davidow, who has work for the paper for 21 years says that writers agree on the
added value that good photography brings to stories and projects.

Davidow believes that despite the changes in attitudes toward the photography
department and their work, some aspects of their working relationships need to improve.
This editor sees a certain resentment from writers when they do not participate fully in the
picture editing process of certain stories. Writers feel that the photo edits should be closer to
their vision of the story, but sometimes the photos stray from that vision, Davidow points
out. “Sometimes reporters get frustrated because they get little chance to question a photo
edit,” he says. “Writers feel that photographers will favor photos that ‘glitter’ over photos that
are closer to the story.”

Although Davidow admits that these discrepancies happen rarely, he sces the need to
work on cultivating closer working relationships between writers and photographers. In fact,
Davidow’s point is valid since during observation periods only once did the researcher geta
chance to speak with a writer about a specific story. Most of the information for a story is
transmitted via photo request. Usually these photo request forms have enough information
for photographers to get a feel for the story, but direct conversation gives both journalists the
chance to discuss the story.

Davidow believes that solid working relationships between writers and photographers
produce the best news packages because both parts share information and helps them
produce a more complete package. “Photographers and writers should talk more,” says

Davidow. They should all be involved early in the process and make them feel they are
involved.

Observing The Hartford Courant’s newsroom at work is has given the researcher a
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glimpse of how team work helps print journalists produce better work. The Courant's

journalists believe that they can work together, while stll having differences of opinions.
They concentrate on giving the best presentation they can and question every decision each
team member makes without making it a personal issue. It is true that this newspaper has
very talented photojournalists in their department staff, but it how they combine their talents

with what good writers and designers do that makes it even better.

CHANGES AT LA NACION. A PROPOSAL.

The case study at The Hartford Courant’s photo department was done with the
purpose of identifying general work routines that contribute in the creation of visually-driven
content. These work routines could later be adapted to other newsrooms that strive to
improve their visuals, such as La Nacion in Costa Rica.

Currently at La Nacién, one could say that news photographs are not considered
content and staff photographers are not considered visual journalists. With little exceptions,
photographs are arbitrarily cropped and placed on a layout and stall photographers generate
no content on their own. But the paper recently has made efforts to reverse this situation. A
recent redesign implemented in August of 2001 has steered La Nacion toward a more visual
way of presenting news. Moreover, content from the features sections is put together using a
version of the Maestro approach since the creation of Tiempo Libre, La Nacidn’s
entertainment magazine in 1998, Teamwork as a work routine is slowly being established in
the features departments.

While there is evidence of improvement in the use of visuals, there is still much to be
done. To date, La Nacion’s situation seems favorable to implement changes in the photo
department concerning image production for the news, sports and feature sections. After
completion of my master’s degree in journalism, I will return to work for La Nacién hoping
to implement several changes in our photo department. This is an overview of the areas

where changes could be made.
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* Photography use supervision: Visual editor should participate in and have a say

in decisions on image selections, crops and picture pairing and placement.

* Photo assignment editing: requests should be prioritized and edited based on
news value together with visual potential, instead of assigning and shooting all photo
requests.

* Journalistic contribution: staff’ photographers should be more involved in news
gathering and presentation by generating their own projects, rather than just servicing
with images other newsroom sections.

. In each general area, more specific changes could be implemented as follows:
* Photography use.

= News photographs should be treated as content. Alterations on news images such as
distortions, knockouts or digital manipulation should be avoided completely. Text
over news photographs should be restricted.

« News editors and designers should be educated on the value of news photographs as
content and the integrity of the information in a specific image crop.

» Illustration photography accompanying news stories should never emulate real-life
situations, leaving the reader to decide if the photograph is documentary or not. In no
way should news situations be manipulated to fit a previsualized photo idea.

» Image pairing should be considered as a storytelling device, rather than planning for
the single-image edit in all newspaper sections. The visual editor and the designers
should work closely together to choose and display images that create meaning and
information rather than redundancy.

* If needed, a new picture editor position should be created to guarantee proper use of
images in the paper. This position should be the visual equivalent of a night news

editor and should be allowed to proof and sign off on layouts.
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* Assignment editing

* Reporters should be educated on the value of news photographs as content and
should be encouraged to work together with photographers in ecarly-stage planning
and reporting of stories and projects.

» Photo requests should be edited for visual impact. Reporters should provide the
picture editor with enough information on the request to allow him or her to prioritize
which assignments have greater image potential.

» Photographers should be allowed enough time to work on a specific assignment with
visual potential, as well as traveling time between each task. On average, two or three
assignments per day should be enough during a regular work day.

+ A position should be created in the photo department to ensure efficient use of
photographers as a resource, editing photo requests. This position should also aid
reporters in considering visual reporting to enhance the story.

+ Visual journalists should be educated on how to work with reporters and should not

expect or demand writers to think visually.

» Journalistic contribution

» Today, photographers at La Nacién work servicing the needs of reporters and news
editors. Although technically proficient, staffers lack journalistic training to produce
self-generated photo stories for the newspaper. Photographers should educate
themselves in basic reporting and writing skills as a start in becoming true
photojournalists.

* Photographers should write their own captions and be responsible for gathering all
pertinent information while shooting.

* Photographers should participate together with writers and editors in early planning
of weekend news projects, rather than having big projects scheduled just as regular
assignments,

* Photographers should be encouraged to visually explore stories or topics and
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produce photo-driven packages. The photo editor should work with designers and

section editors to allow photo-driven packages to be published on a regular basis,

The success of these changes depend on a fundamental shift in the newsroom culture
concerning the role of visuals in print journalism. As observed at The Hartford Courant,
support from top management is key in achieving these goals over time. As DOP John
Scanlan said in an interview “without support from top management, it would be like pushing
a rock up a hill,” referring to incorporating changes in newsroom culture.

At La Nacion, changes should first be supported by editor-in-chief Eduardo Ulibarri,
as well as all the top news editors. If top editors believe that these modifications can benefit
the paper in any way, they will be more open to enforce them. To achieve these changes, I
plan to make a series of presentations to these editors explaining how newspapers such as
The Hartford Courant and The Concord Monitor work on publishing visually-driven news
projects. This presentations will include observations from the case study at The Hartford
Courant, as well several clips from both papers.

With these presentations I plan to show editors the direction our paper could take in
using visuals. But there is a need to constantly educate both editors and reporters on the
nature of documentary photography in newspapers. To successfully undergo such changes in
the newsroom, it is important that every participant understand what these changes are going
to be and why are we doing them.

. But changes cannot only come imposed from top to bottom. I also plan to show
editors and photographers how to produce photo-driven projects by working mysell on
several stories that I plan to shoot, edit (with the help of picture editor Mariano Matamoros
and Graphics editor Gustavo Marin) and design them for publication.

. Once back in Costa Rica and to implement some of the general guidelines learned
from the case study at The Courant, I first would have to do an evaluation at La Nacion, to
identify the photo department’s current work routines and how they compare with the

tentative goals that sprung from this master’s project. It will be only after this evaluation is
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made and the conversations with editor-in-chief Ulibarri that a definitive list of goals can be

established.

My role at La Nacion should be split between a consultant position advising
photographers, photo editors, section editors and designers on improving visual content for
the paper; and a staff photographer working on regular assignments and long-term photo
projects. During the first six to twelve months I would divide my work week saving two days
to work as a consultant and the rest as a shooter. This same schedule proved to be effective
enough at The Hartford Courant while doing the case study.

I feel confident that with the knowledge in photography, design and newspaper
management gained at The Missouri School of Journalism I would best serve our newspaper
working as the equivalent of an assistant managing editor in graphics and photography. But
regardless of title or job description, my real objective as I return to work for La Nacidn is to
bring our photography department up to the same journalism standards of the editorial

sections of our newspaper.
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JOURNAL ENTRIES.

During the 13 weeks of work at The Hartford Courant, I kept a weekly journal of my
activities that I sent to the committee members every Monday. This is a requirement that

accompanies the journalistic effort of the professional component.

WEEK OF SEPT. 3-7

I'm just halfway through my first day here at the Hartford Courant. This first
week I will be learning the basics in the workings of the newspaper, and getting to know
the key players in the photo department. In the next few days 1 will make a couple of
ride-alongs with photographers, attend budget meetings, and at the same time get all the
internal paperwork done.

I plan to get a basic history of the Courant and a diagram of the current internal
structure as background information for the first part of the project.

Still to work out all the details of my shifis as a shooter. I will possibly get a
chance to do some photo editing too.

I'm planning to work for the photo department 4 days a week and save one for
observations for my research component. I can be flexible, though.

I'll start working on a tentative schedule and share it with you in the upcoming

days.
WEEK OF SEPT. 10-14

(World Trade Center attacked and destroyed by terrorists on 9-11-01)

Well, T guess right now I am at the second best place for a photojournalist

student could ever wish to be right now.

I think I've learned more about how to tackle huge developing stories in the last

24 hours than in the past year,
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Obviously, this upsets my initial plan for this week. I haven't had a chance to

meet with McGuire and lay out a plan for me to start shooting for the Courant. So for
now, I am just myself useful and taking a lot of notes. I've been allowed to sit at the
desk, observe planning meetings and brought in to photo department planning huddles.

I guess I will keep doing so until this whole mess calms down.

More updates to come.

WEEK OF SEPT. 17-21

Things have settled down here at the Courant newsroom. People are slowly
trying to get things back to normal. In the photo department, efforts have shifted from
the initial coverage of the NYC terrorist attack to deeper research for interesting angles
and story ideas that appeal more to the Connecticut readership.

On Monday, we had a second brainstorming session where people just tossed out
some ideas on where the photo coverage should go. Interesting here is the fact that the
photo department works parallel with reporters in coming up with story ideas. They are
not waiting for them to hand over the photo requests to get things going. It’s almost like
the photo department works on it’'s own and still handles requests from reporters.

I contributed with some ideas, but nothing really mind-blowing.

I managed to get out and shoot some assignments on Tuesday, Wednesday and
Thursday. My first picture ran huge (six columns!) on Tuesday, Sept. 18. Toni Kellar,
one of the origination editors, came back from her vacation and I took the opportunity to
tell her that if she needed additional help with shooting, she could count on me. This was
a good move; I am slowly getting some assignments. But I am still not thought of as a
shooting intern.

I find myself constantly reminding people that I am basically a shooting intern
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and they can give me whatever assignment they need, but opportunities to get

assignments come slow. I've tried to come up with my own story ideas to get something
going, but so far I've found nothing worth working on. Hartford is a tough town to figure
out and I'm still finding my way around.

Fortunately on Thursday evening, I had a talk with features picture editor JoEllen
Black and she thought some of my non-NYC story ideas were interesting. She also said
that she would meet with the feature writers so I could start working with them on some
projects.

I find it hard to get myself where the “action” is. Most efforts in the newsroom
are still concentrated on the NYC story and it’s hard to include yourself in the picture
editors’ plans. They seem to work well without more shooters. 1 think, for now, getting
involved in feature projects could very well be a good opportunity to get some work in
the paper, since every single shooter is trying to get down to NYC.

I am working on a couple of story ideas. I might have something interesting by
next week. No shooting yet.

On my observations, I interviewed Thom McGuire about his managing
philosophy and his role in the photo department. Coming up, AME Christine Drury’s

duties as a design director and her relationship with the photo department.

WEEK OF 24-28

This week I savored what's it like to be a staff’ photographer at the Hartford
Courant. I was given the chance to shoot a couple of assignments every day during the
past week. The routine has helped me get more familiar with downtown Hartford and the
surrounding areas.  While these assignments were not opportunities for award-winning

photography, I guess the interaction with subjects gives me more chances of finding good
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stories. I've been working hard on trying to find photo story ideas to make more in-depth

projects, but nothing really stands out for the moment.

I do appreciate editors here expecting me to spend at least a couple of hours
working an assignment. That gives me a chance to use the documentary approach when
photographing an assignment. I had to photograph an army recruiter to provide photos
for a commentary piece. I knew that it was going to be just one photograph, and I had
the option to produce a portrait and get it done in 30 minutes. But I decided to stick
around with Sergeant Kelly Greene to watch him work on the strects. When I arrived at
his office, he seemed a little reluctant to have a photographer hanging out with him
while, in his words, “he did nothing.” I explained to him that the more time I spend
working on an assignment, the more chances I have of making good pictures, even if he
was “doing nothing.”

I ended up staying an hour and a half. I made some decent pictures and picture
editor Bruce Moyer was satisfied with my job. In the end, a not-so-exiting picture ran
three columns wide. But it did give me the chance to inquire about the possibility to do
an essay on basic training in Connecticut Army stations. So today (Monday, Oct. 1) I
will meet with Sgt. Greene once more to watch some videos and study possibilities for a
small project.

I am also working on another project idea about Tango dancing. A few months
back, photographer Jay Clendenin did photos for a column about tango lessons in West
Hartford’s civic center. I got curious about it and met with the instructor Jaime
Hernandez.

We talked for an hour about his passion for tango and what the dance is all
about. He described tango as a psychological dance. “It’s all about the attitude,” he

said. So I'm trying to put this psychology of dance on film. It’s been hard to work on
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this, because of awful light conditions every time I go shoot the Tango lessons. I'll keep

working on it.

This week I had my share of spot news too. There was a fire in downtown
Hartford and 1, after shooting one assignment and feature-hunt all morning, decided to
go and take a swing at spot news photography. Photographer Bob McDonnell and I were
the first photographers on the scene and I tried to make interesting shots of people’s
reactions to the thick black smoke coming out of Hartford’s civic center building and the
whole commotion of the scene, while Bob got a vantage point up high in a nearby
building. After being pushed farther back by police, I made a picture that I am pretty
happy with. Unfortunately, [ am competing against one of the best photo staffs the
United States for space, and I my picture did not run.

I appreciate the feedback I get from editors when 1 bring back film for them to
show. Some of them, like picture editor David Grewe, are very detailed in giving
feedback. Others are not. But shooting regular assignments gives me the chance to

engage in these conversations.

WEEK OF 0CT. 1-5

I've decided to divide my week in 4 days of shooting and a day for observation
and interviewing. I guess that way I can get the best of my time here at the Courant. So
far, Monday seems to be a good day for sitting down and talking to people in the
NEeWsroor.

I haven’t had a chance to do formal observations of stories in the making,
because the ongoing story of the WTC terrorist attacks has changed the way things
normally run at the Hartford Courant. Projects to be published have been postponed,

Thom McGuire and John Scanlan have been pushing photographers to look for story
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ideas for the ongoing story, shooters have been going down to New York for dilferent

reasons. I get a sense that this is not the Hartford Courant’s normal way to approach
picture-driven projects.

Still, T've tried to get some work done. I did some informal interviews with
photographers Rick Hartford and Michael Kodas on researching story ideas.

We had a talk about this last Monday. I basically inquired about how they
usually find stories and how often they engage in this activity. From our talk I guess the
lessons learned are: 1. Not every shooter at the Courant feels the need to engage in their
personal project (meamng self-generated photo projects). 2. The ones that do, feel a great
deal of satisfaction in coming up with their own ideas; it gives them a sense of
independence, freedom and pride. 3. There is no proper procedure in story idea research,
but as general guidelines Kodas and Hartford mentioned being well informed (a
consumer of news and information) is a key step. 4. Becoming a specialist in an area of
your interest usually opens doors to interesting story possibilities. 5. A well-thought,
well-written project proposal is the one key element that will make editors give your
project a green light.

Picture editor Jo Ellen Black gave me my first chance at a multiple-picture story.
I've been working for the last couple of days on documenting Sujit Singh Nuvella, a
young Sikh-American for a story on how he tries to balance his heritage with an
American lifestyle. I've tried to work this story in the best way possible, but I haven’t
shot anything that I really like (so far). I came to photograph Sujit at a less than perfect
time in his life and this makes it hard. Today, I will be going back to his house to look
for more meaningful pictures.

I must say that doing daily work as an intern and trying to come up with my own

photo project is no easy task. I've tried hard to find something that generates some
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excitement with the picture editors, but so far I've come empty-handed. The tango

dancing idea is still in the early stages. I just don’t see it happening for now. But I'm still
working on it.
Hopefully, I'll be shooting more and more and I'm confident that I will find a

good story in the process.

WEEK OF OCT. 8-12

My routine here at the Courant has been established pretty well. I'm usually
shooting two assignments per day, Tuesday to Friday. I am stll to get some more
challenging assignments yet, but I feel that I am doing a good job on the ones that I've
shot. I like the fact that I can have as much time as I need to work on a particular
assignment, so I can work the documentary approach. I have the option to reschedule an
assignment for a better time, if it means there are better chances of getting more
meaningful photos.

This is fairly different than the way I used to work assignments at La Nacion.
Because almost all of La Nacién's photo assignments were “live” meaning that they
were going to be used on the paper the next day, there was not too much time to work on
or around a particular shoot. Plus Here is where you appreciate the job of an origination
editor. From what I've seen, the origination editor’s job is to work with reporters to come
up with the best way to shoot a particular assignment, as well as coming up with
possible photo opportunities and communicate them to the main desk. The origination
editor chooses the best time and place to shoot an assignment, based on the information
given by reporters. “For the most part, (origination) picture editors are here to say NO,”
Thom McGuire tells me about handling photo requests. The editors weed-out

requests that have little visual potential so shooters can have more time to work on
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those that have more potential. They also work with writers to look for better photo

opportunities than the ones suggested by the writers. In brief, origination editors serve as
links between non-visual journalists and photographers to plan and produce photographs
for a story or project.

La Nacién has no position of this sort. Photo requests are shot based on
photographers’ availability and not on visual potential. Thus, we ended up shooting up
to seven assignments per day and seeing only two or three pictures in the paper the next
day.

During this past week I worked with picture editor Jo Ellen Black on a story that I
shot about an American Sikh. I tried to shoot it in a way that would show this young
man being a regular American college student, while also respecting his traditions and
religion. I got some interesting photographs, but I feel that T could have gotten some
more meaningful photos if I had more time. That pretty much shows that even at the
Hartford Courant, some assignments have to suffer due to lack of planning.

They gave me this assignment in a time where Sujit Sing (my subject) had to
study for mid-term exams. His daily routine was different than normal, and that played
against
my work.

Still, my pictures ended up on the section front. I am planning on interviewing
photographer Brad Clift, who is working on a long-term project on Bosnian immigrants.
I will also try to follow the whole process once he is done shooting so I can see how he

works with picture editors and designers to finish this story.

WEEK OF 0cT. 15 - 19.

I have more things to write about that are coming up than the ones that



happened in the past week.

My performance as a photographer, | am happy to say, is good. I manage to
come up with good photos, whether it is on a scheduled assignment or hunting for
features. My photos are not amazing, award-winning material. But it is good enough for
the paper. Some of the staff shooters have approached me and told me I'm doing a good
job. So I guess my experience here has helped me become an overall better shooter. 1
plan to have a critique session with Thom McGuire so we can go over my work and get
some feedback from him. We've tried to schedule a meeting a couple of times, but
something gets in the way. It looks like today (Monday, Oct. 22) is going to happen.

I believe that improving my skills, as a shooter is one huge benefit I get from
working at a paper like this. I'm glad I could make it here!

I am still working on getting a story to shoot. All the other ideas I've been
working on fell apart halfway through the project. For the tango photo essay, lighting
conditions were always bad. I couldn’t get the access I needed to do a story on young
recruits going to basic training.

Now I am working on fox hunting events they do in Litchfield County
(Northwestern Connecticut). I'm still looking to get permission to shoot one of those
events, but it looks a lot more promising.

This is a little discouraging, but I still have hopes to find a story for myself. It 1s
really
hard to come up with something meaningful without knowing the place you work really
well. I believe that only after interacting with members of a community for a long period
of time is when you start getting good story ideas more often. For now, I will rely on

editors Bruce Moyer and Jo Ellen Black to help me get my hands on those longer-term

projects.
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I've managed to spend a little time observing editor Toni Kellar at work, and I

plan to do some observations on Al editor Stephanie Heisler and Zone editor Bill Sikes.
These prove to be a bit of a challenge because I get the feeling that most of the important
conversations happen over the phone. I'll keep up with it and see what I can get.
Photographer Brad Clift is finishing up a project he 1s shooting about Bosnian
refugees here in Hartford. I plan to be there when they start working on the edit and

coordinating with designers and editors.

WEEK OF OcCT. 22-26.

I'm more comfortable with the routine around the paper. I feel like I can tackle
any assignment they give me with no problems. I've been doing quite a few feature-
hunting assignments and I've managed to come with decent results. It is the same with
photo assignments. Overall, I am pleased with my performance.

I took the time to schedule a couple of critique sessions with Thom McGuire and
John Scanlan so we could review my work published at the Courant. Both McGuire and
Scanlan were pleased with my shooting style and encouraged me to keep looking for a
story to shoot. McGuire insists that [ have really good visual storytelling skills and that
he would like it very much if I could shoot a couple of projects for the paper. So, as to not
disappoint, I actually found a story to work on. It is a feel-good kind of story of a
farmer/rock musician that sings to kids and educates them about farming issues, and is
working on a cable access show that will air in mid-November. So I will start shooting
this project tomorrow.

1 am happy about this, because it is an idea I came up with (as opposed to having
someone give me a story to shoot). People here seem open to my ideas, and that gives

me better confidence in pitching story projects.
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It will be interesting to experience shooting regular assignments and work on a

photo project at the same time. In the previous weeks, I learned that it is no easy task to
shoot regular assignments and research possible story ideas. I believe that the next step
will be challenging as well.

In the research component department, I scheduled some time to watch
photographer Brad Clift and editor Stephanie Heisler work on Brad’s latest project on
the Bosnian community of Hartford. I already talked to Brad about my ideas and he was
very helpful with it.

I managed to begin the interviews with photo editors of other newspapers as well.
Peter Cross, director of photography at the Palm Beach Post, gave me some time to
work on my questionnaire and answered two of the 5 questions that I prepared. I plan to
contact Dan Habib, from the Concord Monitor, as my second photo director for my

research during this week.

WEEK OF 0CT. 29 - Nov. 2.

Things are moving quickly this week in the photo story department. After weeks
of trying to find a story to shoot, I managed to start working on two this past week. The
first one is about a full-time farmer who 1s also a rock musician and plays children songs
to educate second-graders about farming and farming issues. Rick Ouellette, aka.
“Farmer Rick,” is currently working on public access T.V. show that will air some time
in late November. I hope to shoot a story about this person that loves farming and
music and uses it to educate children about the importance of the farming profession,
taking it as far as doing a T.V. show about farming.

The other one is about a community in Millis, Massachusetts, where close to 200

sikhs live. Now the interesting thing is that they are Western sikhs (caucasians plus one
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african-american). They all live in the same apartment complex, have Yoga center where

they teach classes to the locals and basically combine their unique spiritual life with
everyday western-style life: have jobs, go to school, go shopping, etc.

With this piece I hope to give readers a glimpse of what sikhism is about and
show what life is like in a community like this one.

I'm working with two different editors on these stories: David Grewe and JoEllen

Black. The process of starting a photo-driven project is pretty straightforward: you have
an idea, you talk with an editor who you feel comfortable working with and together
decide if it has visual potential. Once there is a story to be told, the picture editor
bounces the project idea with a section editor, who will then assign a reporter to it. After
this (as I was told) editors will meet once again after the reporting is done and decide on
photo use, story length, and design.

I've been speaking with photographer Brad Clift about his project on the Bosnian
community, and observing him and picture editor Stephanie Heisler work on a final edit
for the project. Stephanie told me that usually photographers pick an editor who they feel
comfortable working with when they shoot a long-term project, rather than working with
the corresponding section editor. On photo-driven projects, photographers have the
option of working closely with designers and word editors or leaving all decisions to the
picture editor. Designers will usually want and expect to work closely with a picture
editor to come up with an appropriate design, rather than work on their own and showing
the final product to the picture editor.

From our conversations I sense that people here are used to working as a team,
they value decisions made together and, while they may not always agree on things, they
respect each other’s opinions and decisions made on a journalistic project.

I guess people here trust everyone else’s contributions and do not take things too
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personal. Differences usually arise when people work together, but journalists at The

Courant have figured out a way to work around those differences rather than
antagonizing with them.

While I am sure that this work system is not perfect, at least there is room for
people to challenge each other’s solutions and try to make things work the best way they
can.

In the upcoming days I will be experiencing the whole process myself, as I work

on these two stories with both picture editors and reporters.

WEEK OF NOoV. 5 - Nov. 9.

I guess you could call this week the week of shooting “everything else” in
newspaper photography. I started this week by going to a UConn women’s basketball
game with photographer Jay Clendenin for a preseason game. It has been a while since I
photographed any sports, so this would be a good opportunity to get some practice. Jay
was using digital equipment, so his edit would ready right after the game was over. I was
shooting film, so my pictures would not be used for next day’s paper. But, I think going
to the game could only help me in sports photography.

I got some good action shots of the game after I processed and checked my film.
I decided to give it a second shot during Friday’s game. I also requested lab manager
Dennis Yonan if I could have one of the spare digital bodies so I could get familiar with
digital equipment. He gave me a Kodak-Nikon DCS 600 for me to use. Since then, I've
been using both film and digital equipment to shoot assignments.

On Tuesday I was assigned to do a photo illustration in the studio for a features
front-page story. Amazingly enough, the hardest part for me was to set up the props so [

could shoot the idea that editor JoEllen Black and I had discussed. It took me half of the
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day to make it work and just 45 minutes to set up lights and shoot it. The effort paid off;

JoEllen and 1 were pleased with the results.

On Wednesday I was asked to go cover a police call about a suspicious package
left in front of an abortion clinic in downtown Hartford. T arrived just in time to
photograph the state police inspecting the contents of the package. It turned out to be the
story of the day because similar packages were left in the doorsteps of other abortion
clinics around the country. My good luck and my good timing helped me get my first
front-page picture for The Courant.

On Friday I was asked if I could fill in for photographer Patrick Raycraft on a
high school football game for the Sports section. I decided to choose this football game
over the UConn basketball game I originally planned to shoot because I would be by
myself and it seemed a little bit more of a challenge for me. It turned out to be a huge
challenge and this is why: I was using digital equipment for the first time for a live
assignment, under below-freezing temperatures and under very hard lighting conditions.
Plus, I've never really shot any football games before. All this made me work extra hard

to get decent images. Despite the adverse conditions, I managed to bring back two
images that they used on Saturday’s paper.

In the photo story department, I've been working hard on two story ideas of my
own. One of them will be published on this weeks Sunday paper. Although I wish the
timing could have been better for the “Farmer Rick™ story —things slowed down
dramatically the week before deadline— I was happy with the images that I got. I still
have to discuss one of the images that is going in the final edit with JoEllen Black, but
overall I think it’s going to be a good page.

The other story, about the western sikhs, is half-done. I spent the weekend in this

community in Millis, MA, documenting what these people do in their daily life. I'm really
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happy with the progress I'm making with this story. I have really good access and they

are very open to my requests. I'm hoping to be done by next Monday, when I shoot one
of the members of the community at work. He is an emergency room physician at one of
Worcester’s hospitals.

I am also shooting pictures for a story for Northeast magazine. Editor Bruce
Moyer handed me this assignment, which is basically a series of portraits for this story.
This should be published in the next two weeks.

Finally, for my research component I went to Concord, New Hampshire to
interview Dan Habib. Habib is the photo editor of the Concord Monitor and he was very
helpful in giving me information on how his newspaper views photography and what
general guidelines apply to his situation.

I am three weeks away from finishing my stint here at The Courant. So far it has
been a very positive experience. The people at this paper have all been very helpful and
I've had good luck in my job as a shooter for the paper and with my observations. The

countdown starts now: 3, 2, 1...

WEEKS OF Nov. 12-16 AND Nov. 19-23

During these days I managed to advance on the western sikh community story to
a point where it is 75 percent done. For the past three weekends I've been driving up to
Millis, Massachusetts to spend time at the community and photograph their daily
activity. The first person I talked about this project here at the paper was editor David
Grewe. He and I agreed to work on it, but I forgot he is the weekend picture editor and he
is off on Mondays and Tuesdays. This made it pretty hard for us to communicate and
for him to see my film. T showed him my film after the first weekend and he was pleased.

We worked together on some possible directions I could take the next time I went down
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there. Grewe is a really good picture editor, but I felt that we couldn’t work very well

because of different work schedules.

I kept working on my own for the next two weekends. Looking for feedback on
my take, I showed my work to John Scanlan. He did an edit on my film, which by that
time amounted to 22 rolls of film and 55 digital images. He was pleased with my work,
but made me aware of the fact that I did not work together with a picture editor and that
would be hard for them to find “a home™ or a section to publish it.

My mistake. I've been interviewing editors about how they work together with
photographers on photo-driven projects, yet I didn’t do it myself. Fortunately, Bruce
Moyer “adopted” my project and together we are working to produce a possible two-
page spread with my text and photos. Moyer has been helpful to point out what I can do
to complete the project. He is also eager to see me finish it before I leave. Basically he
suggested a couple of angles that I should explore on my last few trips to Millis. Overall,
the photo editors (Scanlan, Moyer and McGuire) that saw my pictures were pleased and
encouraged me to finish it up.

I feel like I missed a lot by not having a photo editor work closely with me on this
project. But I still managed to get good images and have the story go the direction 1

wanted it to go. One thing I learned is that communication between photographers and
editors is key for anything to happen here in the photo department. If you pitch a story
idea, editors then are the ones that talk with other section editors and get self-generated
project budgeted for future editions. I learned that they have these procedures down that
they do them almost without thinking. If you go against the work system in place, things
get lost or they don’t get done at all.

During this week I also worked on another story, my first for Northeast

magazine. This was not a visually-driven project, but it required shooting with medium-
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format equipment. I appreciated doing portrait photography and experimenting with

different camera gear. I also thought that there are some cases where straight
documentary-style photography is not the best way to tell a story. Sometimes a story,
even if you can’t do documentary photography, deserves to be told. Here at The Courant
they value documentary photography and it’s their first approach when they work. But
they also understand that their way cannot always be the only way, As an example,
Bruce Moyer is working on a project with photographer Jay Clendenin where they are
using polaroids to photograph the last days of Hartford mayor Mike Peters. Clendenin
worked on a series of portraits of members of a nudist resort using a view camera and 4
X 5 color reversal film. Experimenting works well in this photo department.

Early this past week, I was assigned to work on a story about local police officers
and state troopers working together to crack down on drugs and guns in the city. I've
already tried to work with reporter Matt Burgard on it. But on the first night we tried,
policemen were not doing their rounds. I set up a second ride-along with the police
department and I had the chance to spend a whole day riding in a patrol car.

I shot this assignment using digital gear. Since I've been here, I've made a point
of learning all new technology that I was not familiar with. Digital gear is really not hard
to master, but I've been working hard on it. The only problem I found while using it is
that I cannot have more than one memory card to work with. This was inconvenient
because I had to edit my take on the spot and I couldn’t show picture editors my whole
take. One 256 MB flash card can store 109 images, equivalent to three rolls of film.
Limiting yourself just three rolls per assignment can be restrictive in the way you shoot.
It’s just a matter of having the right equipment and adjusting to what the new equipment

does and doesn’t allow you to do.

One thing T was not happy with this assignment was how the pictures ended up
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in the paper. I got two interesting images and, as I was told, they were going to use them

as a picture package during the Thanksgiving holidays. I was not around to see what
they were working on (I probably should have if T wanted to see something different), but
they used the picture I disliked buried in the A-section. That proves a sort of Murphy’s
Law in photojournalism: if you give two pictures to be used and there is only space for
one, they will run the one the photographer likes the least.

I chose not to be here during the holidays so I could finish my report for the
research component. I also chose to give myself a couple of days off because I've been
working for three weeks straight between regular assignments and the western sikh
community project. The days off felt good because I was starting to feel tired and I was
loosing interest in the story. I strongly believe that the time you spend not working is as

important as the time you spend at work. It gives a needed balance in anybody’s life.

WEEKS OF Nov. 23-30 10 DEC 3-7

These two last weeks of my stint at The Courant were somewhat productive. I
was able to finish writing my project report. It was very helpful to be at the paper for
last-minute interviews with AME./ News Bernie Davidow, and for double checking my
information with editors Scanlan, Moyer, Heisler and AME / Photo Thom McGuire. 1
spent the last days of November writing so I could have the report sent to Columbia
before I left on Dec. 7.

I did not pick up any assignments during those days. During my stay, unless I
reminded picture editors that T was available for next day they would not give me any
assignments. This worked well on the last few days of my stint, but for other days I
wished I didn’t have to do it. This perhaps was one of the few shortcomings I had during

my stay at The Courant. Since I was not doing a formal shooting internship, it was
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probably hard for editors to know exactly why I was there and when I was available, It

took quite some time for picture editors to understand what I was doing for my project. I
should have been more insistent on my plans, but I don’t consider this a really negative
thing. I feel I work better when I have a schedule to work on, rather than leaving me to
plan at my will.

Once I sent draft versions of my projects back to Columbia, I was able to go
back and shoot for one last week. It felt good to be able to concentrate again on
photography. The last week —Dec. 3-Dec. 7- I managed to wrap up my project on the
Sikh community in Millis. It was a very good thing that one of my subjects was willing
to help me finish my story by calling me to schedule one last meeting. I was then able to
photograph Sham Rang Singh at home, spending time with his family and taking care of
his errands. It felt good to develop such a relationship with a subject for a story, where
they are really motivated to work with you. This has been the first ime where I've been
called by a subject telling me what they plan to do on an afternoon and inviting me to
come along, because they understand the kind of things I want to photograph.

The last meeting with Sham Rang and his family was very productive. I
managed to make more intimate photographs of genuine moments in someone’s life.
From that Monday shoot, two additional pictures made it to the final edit. It was
definitely worth it going back to Millis one last time.

After I finished shooting, sat one last time with editor Bruce Mover for the final
edit. As I mentioned before, Moyer “adopted” my project and pushed me hard to finish it
before Ileft. He saw my selects, asked for my film and went over it once again to see if
there were any more frames worth considering. Moyer, I think, is very thorough as he
edits. He is practical and quick, which I liked. I wished I had more time to work on the

Sikh project so to perfect it, but for the period of time I worked on it I believe I did a good




job.

The edit was down to nine images, which I later toned and captioned. Moyer also
asked me to write a small 20-inch story to accompany my photos. This was perhaps the
biggest challenge, since I don’t consider mysell a good writer... not even in my native
language. But I gave it my best and wrote the text in one day. It was all up to Bruce
Mover to find space for my story on the next issue of Northeast. I later found out that
the story would run on Dec. 16 as a single-page package with 4 photos with text. I was
sorry to hear that all my project was condensed to what I shot on the last three days that
I worked on it. [ felt bad for Jagan Nat Singh and his family who were also very willing to
work with me for the story, but never got to see their pictures on the paper.

It also proves that if I as a photographer want to see things done a certain way, I
would have needed to get more involved in the editing process. You cannot abandon your
project at the last and probably the most important phase of the project, otherwise your
project can turn into something you just did not expect to see. I trust the picture editors
at The Courant and their skills and abilities, but a picture editor cannot reproduce a

scenario from a story unless the photographer is constantly supervising the edit and
layout. If I had more weeks to work at The Courant, I would have asked for more space
to see all nine photos from the final edit published in Northeast. I just ran out of time.

As I was finishing the Sikh project, I managed to pick up one last assignment for
the daily paper. It was a story on a middle school’s band who was putting together a
performance in response to the September 11 attacks. I was sent to photograph the kids
during a morning rehearsal. Unfortunately, I got lost on the way and was late. They
practiced for only 15 more minutes afier I arrived, which was definitely not enough time
to work the situation. Not satisfied with what I had, I asked if there were any other

angles I could work on for the story. Fortunately I was able to explore other angles that
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were even better to photograph than the band practicing. I felt I was responsible for not

being there on time and it was up to me to bring something back to the paper. My

inquiries paid off.
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